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Foreword

PRIVATE INDUSTRY IN the United States includes
g entensive education and training svstem that has
developed principally from buosinesss need 1o tanslate
thie general skills of newly hired emplovees into more
particular job competencies. and to ensure the con-

unumy adaptation of ity work toree 1o new hnowledee -

and technology . As this study contirms, there is no
doubt in the minds of corporate executives that these
are necessary und legitimate tunctions tor industiy to
pertorm

To many plinners in govermnment and vanons quasi-
public institutions. the corporate education and training
system appears to connect with, or brush closely by a
number of educanon-reluted social and economic prob-
lems - the tansition ot vouth from school o work,
productivity, vnbatanees betweerjob skitls and market
needs. apportunitics for women and minorities. averting
occupational ohsolescence and fucilitating career change

and 1o have the potential for new o1 enlurged roles i
thar mumagement. If the nature of these roles is not
cear, an important regson is that the corporate eduey-
non and training svétem itselt s largely hidden m
shadowsseensdimby L it a alland certany s pants
otten mistaken tor the whole, :

The principal amm ot this study, thenos o dluminate
this terrain. 16 s alwo hoped. however. that its overview

ol current business practices will biing some tresh per-
spechives o companies in the manggement ot” their
particidar employee development activities.

Retlecting the public interest in the views of cor-
porate executives and the practicss of busmess firms in
thes ares. o major share ot the funding tor this study wins
provided by the Carnegie Corpotation of New Yoik and
by the Rockefeller Brothers Fund. basential and valued
cooperation was also provideds of course, by the many
over SO0 in

all by the scores of business executives who wive

firms that completed owm questionnaires

generously ot thein time i private interviews  and
correspondence. and by numerous individuals who
helped in planning the study, '

Forall this assistunce we are most gratetul, Responsi-
bility for the design, findimgs and conclusions of the
study is The Conterence Board's alone.

The study was planned and executed by Sevmour
Lusterman, a Senior Research Associate ot the Board's
Public AftainRescarch Division. with: special assistance
and cooperation 1ixg Tarold Sticghtz . Vice President.
Muanugement Rescarch,

KoATRANDALL
President

FOREWQRD ix
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Overview '

THIS IS A STUDY of the aims, scope ;m)J character of

emplovee education and training activigies among cor-

. - / .
porations with 300 or more emplovees, a segment of

mdustry that accounts for about halt of totl private
emplovinent in the United States. Most of its data are
projected from responses by 610 compinies to o lengthy
Conference Board guestionnaire. The report also retlects
information and sights gained through personal inter-
views with executives at scores of these same firms.

The Dt section presents an overview of (he COrpor-
ate emplovee edication and sraining activity . describing
its goals. scope. stafting and organization. A second
section deseribes industry™s use of outside resources tor
emplovee development and its own atter-hours pro-
grams. while u third is devoted 1o the internal programs
provided during working hours, Section tour reports o
the views ot business executives abont ?&'cl\ ol the
industry schoal relationship. Finally | several case illustra-
tions provide a glimpse of the full range ot education
and training activities iivindividual compames,

Private industry not only tinances the purchase of
education and trning for emplosees at varions putside
institutions but, through increasingly pxc'.‘;ﬁcnl and
sophisticated “in-house™ programs. has itelt become o
signiticant part of the nation’s education system. Whije
incidentally supportive ot the job and career aspirations
of patticipating emplovees. most employersponsored
cducation and  trainmg stems from business needs.
Formal progruams addressed 1o one of these needs, the
trmning and instiacting of newly hired  employees,
aceount for a sizeuble share of the education-training
cttorts ot some firms, and even dominate them in a tew,
But 1t is programs for present emplovees. programs in-
tended to prepare them 1o assume new responsbilities,

toimprove their performance in their present jobs, and
to maintam their competence in the face ot changing
Knowledge and technology, that take the lion's share of
the tesources that most companias bring 1o employee
development activities. )

Role of Schools and Colleges

Most business executives are critical ot the per-
formance ot the nation’s schools and colleges in pre-
paring people for work. and deplore particularly the
lacks they find in communications and mathematical
skills among yvounger emplovees. Most believe, further,
that these institutions would do well 1o emulate industry
- its growing emphasis on stadent participation, the
blending of clissroonm study with both progrimmed selt-
study and planned  problemssolving  experience. the
tiloring ot curricula o clearly detined goals and indi-
vidual needs, and  the emplovment ot advanced in-
structional technologies, Sull, only a simall number think
that much-of ther comnpany’s programs are in any sense
remediall or that these programs include subiects or
skills that are really the responsibiliny of the schools 1o
provide.” Typically, these spokesmen regard all o s
of thew companies” edueation and training activities as

fegitimate and necessary husiness tunctions,

Systems Approach

Viewing education and taining as subsvstems of
larger systems tor assuring the presence of skilled and
producive UMan resoees, iy compunies are pisu-
mg a strategy hat secks to develop: (1) the capabibity in
Ime managers amd supervisors 1o distingnish training
needs trom motivational and orgamzational sources ot
partormance moblems. to conduct certain necessary

training themselves, and to waide ciplovees o otlier,

OVERVIEW 1
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dppropriste resonrees: 2y acorps of company specialists
qualitied to assist Tine managers with dicie responsi-
bilitiesand also to provide suitable in-house programs:
€3 in-house progroms flexible enough in content and
method tomeet caretully wnlyzed. changing needs: (4)
cttective rfeedbuck mechanisms fo cvaluating and im-
proving both internal and external programs.

~ T

Staffing and Organization

Most companies pli and conduer their employee
programs with personnel who have other prmany duties.
optaally i conjuncnion with ouside consultants and
contractors. Inotwo out of five fims. however mn-
iding snually alt o the Loeest ones and thieequatters
o both Tiancial and tansporgtion-communications-
utifites I.IHH‘F there are L‘IHPIU_\'L‘L‘\‘\VB(\ devote all or
most of then nme 1o education and aoning duties, The
study estimates then total number at about 43 000,

More orten than not, full-time specialists are at only
one plice in the company-usualls o corporate level
educution. training or himan resources departiment.
Only Slighdy fess often however. they are b in
divisonalplant o1 other operntmg units. and sometimes
they are only at such places. Corporate-fevel taming

departments, moreover. are usually respetistble for only

~.

notably o proading programs o

Nx:n tunctions

vounses inosubjects for v hiehas i managerial trainimg,

there i corporgtewide o interdepartmental need: fop— "

counseling and sssisting training units and periiinel
ehewliere i the companys and sometinies for training
clerical personnel at corporate fieadguarters, Many large
companids with profit centeis o1 other decentralized
orsanizational forms e seeking to strenathen both the
cotsiltative and coordinatmg capabiliiies of central cor-
porate departmenis and the planning and operational
resaiees ol painers and i departments

operating uniis,

Outside Resources

relatively simall portion of the enmiovee educanion
and rnmg barden s assigied By omdiasiny to resounees
outside the firme colleges wnd umveisites, and @ variens
of proprictiny tivms, The programs. senys and courses
frhen by emplovees at these inshiutions accsunted o
abour N300 millon i 1975, the study estimates. or
ahour o G of 1ol company expendities on educa-
tonand g This amount was dioded abount
equally hetween atter-hours titinn-od . progrns and
study pursued dunng working hons and in the line orf
duty the Tatter pancipadly by niaagers and pro-

tessionals.

2 THE CONFERENCE BCARD

Internal Programs

Fhe Tyrgest part of mdustry's dnect expenditiires,
fourifths of the total, ix made up of costs imctned tog
cducation and trainmg activities conducted in-house,
some o e atter hours, but most dunmg salunes of
tull-time education and training stafr. tavel and living
expenses, and payments 1oy services or matetials pur-
chased and rented. Companies spent about St.o tilhon
e I9TS For these sctivities, CHhe stady made no attempt
to measure stich vastly greater. but more elusive. costs off
emplovee education and tramimg as wages and salanes
patd 1o cploy ces while learnmg. mapared productiviny,
and o on) About 4.3 million emplovees. o better than
one out o eight, partiapated in clisstoom o ot
oft-theqob couses mm-hotise the wreat magonty dunmy
workine hons

Curriculum

F-house cotne prowams (o prepae emplovees 1o
sperviory ot managenal responsihiliies, o to nnprove
O llp‘__'l;ltlL‘ the sKitls ot those ;1!rv.u|_\' in such i“h'w. dare
provided i three out of five compames. Courses s
techimical and tunctionat skilis are only shehtly Tess prev-
alent However, a considerably Lirger numher ot e
plovees took part m the company -sponsored tedch-
nical and tunctional couses than in managenal ol
supervisoryand this category accounted for thyee ot of

taur dollars ot divect company expendituies,

Women and Minorities

Foomeet atfinmative action goals. many” companies
hive enlirged or inttoduced new elements o siper-
Visary trinming prograns, About three out of 1ive alvo
repont that they have involved more women and more
rnenties o company education o few by provding
JIew o ot special anterest o cach of these woups

most by bnngng more of them mio existimg conres,

The Influence of Company Size and Character

Parge companies were mose dikely to hine nrogriams
than smaller ones, and the 630 o o Tinns waith more
thany 10000 emplovees that employ thice-fiiths ol il
those e the universe embraced by this study accounted
for threequarters ot total expenditures. Among e
difterent Kinds of companies, tinanaal  msntotions
fmandy bac o and ansorance companies) and e
Standand ndistnal Classitication group nude up o ul-
es. transportation and commnnications bmms gl
reinded roobe well abese wverage both i prozian joey-

alence and in expendinnes,

o
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Chapter 1
Introduction

AMIiRl('A.\'.\' EXPECT FROM the complex of public,
quasi-public. and private institutions that make up s
educational system a role not only in molding values and
in creating the “activity of thought, and receptivencss to
beauty and humane feeling™ that Alfred North White-
ead lists among education s goals. but in ensuring that
mien and women have the necessary skills and knowledge
for work. Todayv. as in the past, the system is adapting to
change to the imperatives ot new knowledge. tech-
nological innovation, and personal aspiraiions.

An important
ot this adaptive process has been described cogently by
tormer Labor Secretary Willard Wirtz: “Todayv, almost
suddenly, there is new questioning of two assump-
tions ... that the interrelating of education and work is

perhaps the central manifestation

the sole responsibility of educators: and that edtcauon
is something ondy for children, to be taken at one bonger
and Tonger uninterrupted sitting and then never re-

tuned 10,7 evibly . this questioning has brought

industyy into the compass ol its scarch, '

Business las long plaved o variety ol roles i cduca-
tion. 1t has lent tinancial support 1o private edocutional
institutions. counseled schools on curricnium. and pro-
vided planning assistance.® 11 has also been a “marhet”
for education, sending employees o anstitutiops of
various Kinds. and bringing educators into s own oftices
and factories. Finalby it conducts o large and growing
ameunt of educational activity itsell’,

| i
Wallard MWarts, USpeakime Teoom Uaperience,” Leamupe and
Development Towrnal, Tune, 1970,

:In To™3 the ntost recent sear Yor which ectimates are av ol
ble, avergll phobanthrope support Tor biehier cdacation tely lar
the tiest ‘trme o decoade bt corporate donations crese 1ooan
Al tooe gl ot S 337 b,

Part of the Education System

By almost any defimtion industry is, in fact, no less a
segment of the nation’s educational svstem than our
colleges and universities. technical institutes, and othen
schools. Tt develops its own cowrses and curneula,
cmploys faculty and nonteaching professional  stalf,
carries on formal mstructional activities, evaluates its
progrioms and methods, and often does these in well-
designed and equipped  facilities that are devoted 1o
them exclusively (see box).

College-Level Company Courses

The American Council on Education and the
University of the State of New York are currently
engaged in a join. "Project on Noncollegiate
predicated on the idea

’

Sponsored Instruction,’
that many company courses are in essential 1e-
spects comparable to coilege courses, and there-
fore credit-worthy.

The project, which began in 1974, has already
published two issues of a Guide to Educational
Programns in Noncollegiate Organizations.' The
more 1ecent of them describes and recommends
semester hours of credit for a variety of courses
provided for employees by eleven firms, by several
institutions of the banking and life insurance -
dustries — and, of course, by various public and
other nonbusiness employers.

| ICO;:ws may b had from the Amencan Council on
Edusation, Pubhcations Division, One Dupont Cacle,
N.W. Washington, D.C. 20036, at a cost of six dollars
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~As awareness has grown that emiployee education
programs of some scope are carried ont by industry. so
too has the sense that ligtle is know about them  and
not enough. therefore, Wont opportumities that may
exist tor better integrating thém with other adult educa-
tion and human resources developmient eftorts.

2

A Public Interest Agenda

——

There are a nmmber of issues around which industry
practices and public interests appear o many to mesh
or at least to meet on some common ground  and a
‘potential for productive cooperation is assumed.

* Dusic Education. Large numbers of young people
complete their schooling without acquiring what by con-
sersus are basic language and avithmetic competencies or
reasoning abilities, while many more tall below the levels
that the fength and character of their education wauld
secmn o predict. How extensive are remedial programs in
mdustry, and have they utilized methods or made dis
coveries about teaching and learning that shoutd Become
Known to the schools?

e fquity. Despite cmnphist'r_\‘ education, and onr vast
system of public schools, colleges and wniversities. in-
equities in educational opportunity based on birth and

tunily  income  persist. Moreover, certain areas of

knowledge and skill. and certain occupations. have
traditionally been regarded as more appropriate 1o one
sex than unother. To what extent, if any. do company
programs tend to create special opportunities for the
cconomically disadvantuged and for women?

o Nonemployees. Government has been striving for a
number ob vears 1o enlist the facilities. personnel and
other resources of industry in-skills-training programs for
the unemployed. What is the potentiat of such arrange-
ments and. it this is desirable, how can it be raised? More
generally. bow might the education and training re-
sources  of wm.p;mics be mtilized for persons not
eizployed by them? N

* Occupational imbalances. Weaknesses in the career

informution system. and_y readiness by educational in-
stitutions to respond 1o “market demand.” have led to
oversupplies of trained people in somie occupations and
undersupplies in others. Thve the consequences of this

~defect i the svstem been felt by the nation’s large

private employers? More broadlv. how responsive has
the educational system been to industry s needs?

* Contimung education. Increasing mumbers of adults
are seeking opportunity to study inooraer ta keep
abreast of their occupational tields, to advance in thein
aareets. or 1o putsue new vocational goals, [n what wavs,

4 THE CONFERENCE BOARD

and - how satisfactorily. do companies provide such
opportumities for tiwir employees?

* Carcer education. In the minds of its advocates.
carcer education encompisses many of these issues and a
more hasic one as well  the need 10 integrate into the
edneation of the young those elenients and expericnces
that will more clearly illuminate career choices for them
and that will better prepare them for, and tacilitate their
transition 1o, work How do corporate needs. methods
and resources mesh with those of o career edneation
system?

Corporate education and  training  programs  raise
other questions as well. For example,is it true. as many
believe, that the schools and colleges can learn from
them lessons about how to motivate and teach students?
How much difference does it make to the educational
opportunities of individuals what kind of firm employs
them? Two IBM officials concluded a recent discussion
of the subject with the thought that the separation of
mdustry’™s activities from those of the colleges and uni-
vensities, however effective “in meeting the huge costs off
societys fearning requirements.” may make it more
difficubt than it already is for “the commited. dis-
ciplined and managed environment of highly strucired
(corporate) training to be atfected by the skeptical
attitude of the scholar and the innovative imagination of
the researcher.™ What principles should determine the
scope. character and methodologies of the educational

activities companies” conduct themselves?

Questions like these have been the backdrop to the
present study. Irs immediate ainis 1o deseribe the scope
and character of indnstry’s education and training pro-
grams for employees, particularly insofar as these involve
company coordinated  off-the-job - courses:? 1o consider
the reasons for such programs: and to determine what
company executives think about certain of the issues
that have been mentioned.

The Survey

Specificadlv, this report describes education-training
programs among companies having S00 or more em-
ploveest explores fuctors that might account for differ-
ences in their scope and character: and examines current
trends and sonte of the changes of the recent past,

\ . .
ews A Brscomb and Paual Co Calmare. S dueation
Private Industes 7 Dgedalien, Winter, 1o7 5,

TROM e 1017 does 1ot ean away trom the promses ol
the company . buat ruther not ot weok ™ Thus, oft the-gab
Instiirction otten takes place ina company classtoam or ather
imstrug trona b tacrhty
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[t is based in part on published material and on
interviews and correspondence with scores of conpany
officials, and  with interested  or involved in
employvee and adult education. However. all of s
quantitative material. and much of the analysis, derives
from data provided by 610 companies in response to
I2-page questionnaire. These companies were selected 1o
represent all those with SO0 or more employees und,
except where stated otherwise, the data in this report
project their programs and practices to this universe in
which there are over 7,000 finms, collectively cmploving
ghout 32 million people about half of all those in
private. nonagricultural employiment. The fur greater
number of firms with fewer than S00 emplovees are thus
outside the purview of this studv.® As will be seen.
however,  formal in-house  education  and training
activities are far fess prevalent even in the smuallest com-
panies included in the study  those with S00 1o 9o
cmployvees  than in Larger ones, and it appears unlikely
that they exist at all for most of the cmplovees ot still
staller fins,

others

Despite certain shorteomings, some inherent in survey

research. which are commented on in a description of

the sumple and the survey methodology in Appendix A,
the data and projections of the stpdy are judged to he
reasonably reliable. A follow-up survey of companies
that did not complete and return the original Conference
Board questionnaire lends support to the possibilinyv that
the prevalence and scope of company programs may be
somewhat overstated, but this is by no means certain
and. it true seems likely 1o be minor in degree.

Aims, Approaches and Resources

Fducation and training are elements, or subsvstems,
of farger systems by which companies seek to ensure
that sKilled manpower is available as needed and that it
is optimally productive. Meshing with them. in shared
service o these tasks of human resources management
and: development, ate programs to identify present and
future sKills needs: to bring new emplovees mto the
firm: 1o assess the capubilities and potentialities of -
dividual employees: o develop appropnate organizi-
tional strucioes and working relationships: to formulate
and administer policies respecting compensution, hene-

fits and other working conditions: to Jdesign work riselt:

Eomplovment o the tall o 1979 (when the surviey was
cotdictesh exelndmge covernmental and acocultural workers,
boat mchidime sera e workers, was 62,5 muion fhe 1967 Cen

stis shose that aheut 319 mllion persons were emploved by 1
of the L mullion prvate companies i the U ated States, and
o midhion qor 37 percentt by 2358 tioms with SO0 o more
employees,

e

and to-dntegrate formal training with other devetop-
mental modes,

Education and training activities spring from three
needs. which are shared by alt organizations, The first of
these iy to accommodate 1o tmover and growth in
personnel that is, to the inevitable processes of organic
change. As emplovees retire. quit, move 1o new assign-
ments in their companices, others
new hires

present emplovees or
must be taught to take over their duties,

Second, education and training needs are created by
changes in the knowledge and  skills required by, or
available 1o, a company and its cmployees. New needs
are constantly emerging from ventures into new prod-
tets or services: from the availability of new knowledge.
methods and techniques: from change in ihe physical,
social and political environment: and, guite often. from
growth itsell'® Such changes have influenced the skills
and Knowledge needs of managers no less than of blue-
collar workers, technicians or professionals. and have
stimulated a body of theory and technigue, ranging fiom
operations esearch to the behavioral sciences. that has
ential cquipment 1or the performance of
and managerial functions.”

becorne ¢
stpervisory

The third need to which education and triining
activities are addressed is to improve the skills and per-
formance of present employees in their piesent jobs,
Work competence has always been in some degree rela-
tive. As work becomes mere cognitive and technical  as
a decreasing proportion of emplovees perform simple,
repetitive tasks the potential for improvement in the
productivity and the quality of work of individuul
employees and of working teams increases. Fducation
and training is seen by management in more and more
instances as an jnvestment in human capital - an in-
strumentality for profit, grn‘wlh and corporate vitality
rather than as an onerous cost,

Defining Need

Webster's definition of “need™ ay u lack of some-
thing requusite, desirable, or usetul™ poses i central issue
how to

distingunh between the “requisite™ and the “desirable or

of corponate educanon-training manazgement

O .
Lhe number o cmploved byvothe 000 Lirgest
corporations mercased by over 3 onllion between [9es and 1973

from 1E2 nullion to 15 8 opllion.

|Prsos

I a docament prepared tor ncenml D Pont's
Fmiplovee Relitons Department notes that ane of the redsons
tor the aincreasing attention ot mdastry 1o gainage has been
Colames o the socal aspects of aindasenad bte, Mamaement
croupse renergdive ave become more democrtiatie and have
developed wovreater appreciinon of the Hiportianee ot iVx'«v|~lx-
oan orsanmization

[TRTON

N\

™~

~
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usetnl,”™ and o decide when the latter is sufficiently so
o warrant company intervention. Il many circum-
stances the need to teaeh new employees about their

jobs, or to train present ones so that they may do their

work  better or assume new  responsibilities, iy selt-
evident. To guestion it is to dispute the gouls ot the

enterprise. Most large firms® require some kinds of

expertise that cannot be acquired elsewhere hut that are
vtal to their operations. It is essential, for example, tor
the phone compuany 1o train telephone installers. The
number and Kinds of these vital competencies are con-
stantly being changed by management decisions  the
decision 1o introduce a new product, for example. which
calls tor new competencies in manutacturing, marketing,
data processing. and other parts of the organization,
Mandated changes. as by Liw, may also mipose clear and
maontestable  training needs. Compliance with such
federal fegistation as the Occupational Satety and Health
Actand the bgual Emplovment Opportunities Act has
required that supervisors. numagers and other emplovees
be instructed about the provisions and particular impli-
artions of these laws. '

A mujor portion of the education-traming activity of
busimess, however, is undertaken not hecause there is no
Aternative, but from the judgment that bhenetits will
Juatify costs and, in fact. represent investment oppor-
tunities, Justifications bevond the satistaction of im-
mediate or near-terme skills needs are usually broughi
into this cost-benetit calculation. One s the “need™ to
assitre oceupational vitahty morale. i the sense of
commitment towork  particularly among professionals
and manigers: to provide o leaming milicu that is con-
ducive to protfessional growth, and even at times en
courages emiployees to prepare themselves tor shifts m
career paths,

Another increasingly common “need.” m the sutis-
faction of which naining programs have o role, is o
stabilize emplovinent in the fimm part of a stategy of
filling jobs from withm (often meeting technoelogicnl
change by retigimng vather than fiving and hiring). and

thereby not only building on and making erticient use of

existing sKills. Lnowledge and experience. but also re-
ducing turnover and enhancing morale.

Sull another  consideration is to increise  the
attractiveness of the firm as a plice ofemployiment and
soimprove its competitive posttion i the job market
even to being able to trade ower pay for learning oppor-
ity .

Finally, programs may retlect a commitnient by top
Hanage ment  to we the resouryes of the firm more
generowsly than law . traditionad busimess practice. or
labor market conditions may requite, particularty with
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respect o racial and ethnic minorities, wonmen and older
emplovees,

The Changing State of Needs-

A company’s needs and programs change., often quite
sharply. as the circumstances that prompt them do
that is. with change in its rate of accession of new
ciployees and  the availability of skills on the job
nurkety in the demand for its goods and servicess in its
products, methods and technologies: and. finally | in its
social, ecologival and legislative environment.

A signiticant portion of the traaing activity . there-
fore. must be accomplished promptly and is nomepet-
itive. Training programs may come into being 1o serve
new phint start-up or new model needs. to teach weeh-
nicny to service newly acquired equipwient, or o in-
struct supervisors in the provisions and implications of
new federal Taws and then be abruptly terminated.

Often the ebb and tlow of need is more protracted.
“Our highly structured training program,™ explains an
official ot the Port Authority of New York and New.
Jersey. Thegan 1S or so years ago to cope with shortages
of electricians and auto mechanics. These were caused
hy o expanding needs as 4 growing otganization, by
jump in the sophistication of onr equipment, and hy the
fuilure of hoth the trade schools and the tamily in-
heritance system ot skills transmission o Keep pace. But
morecent yvears the slowdown in the economy has
brought ahout o surplus of skilled people looking for
work. while our own programs  which hiave beenin tull
swing for a number of years  have made it possible 1o
Al most needs from onr own ranks despite o substantial
cuinack in the training activity,”

Finally, there is often a core of ongoing needs that
seems to nunagenient. particularly in the kirgest firms. 1o
justify a continuous oftering of certain courses and pro-
gram-. This is most common in the managerial and

SUPCTVINOTY a1,

Needs and Content

As both taining needs and pressare tor corporate
profits have mounted m recent vews, the approach that
Tmore s better than Jess™ has been giving wav 1o more
analytical methods, “Trainmg has often been a form of
entertiinment in industry.” sags i osteel executive, "Weo
have to start justitving it in terms of measured results.™

In their replies 1o a Conterence Board survey guestion
that asked what they judged to be “the more signiticant
chinges™ of the p;;\'l S to 10 veurs in their companies’
cducation and training goals and in methods of achieving
them, participants spoke both of past enony and new

i¢
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approaches. But a repetitive theme was that education
and training is now being viewed as g svstem in which
analysis of needs, the development and administration of
relevant programs, and evaluative feedback are the main
clements,

Avariety of pittulls in the implementation of this
approach have heen recognized. Oue is the weight of
tradition and inertia, of “courses that retlect history
rather than need.”™ as one executive put it. At the
opposite pele is the attraction of novelty, To one train-
ing director. many  contpany programs  have been
“plagued by fads, by the inappropriate application of
newer technotogies courses that are taught with little
concern for how. or even when. they can he applied.”™ A
third widely noted source of inefticiency has been faulty
laison - between education and  training sttt pro-
fessionals on the one hand and lne management on the
other. evidenced most notably in “raining department
courses™  courses tat are “abstracted trom operational
realities™ and “have to be sold 1o the field.” Finally,
there is o growing perception that knowledge and skills
deficiences inemployees are not the only reason tor
performance problems. and that other “systems™ musl
be looked into in appraising them,

Leading oft and censpicaous among the more par-
tealar chunges of the recent past has been what com-
pany officials reterred o in such terms as “more precise
definition of the cempetency levels we seek™ and “more
refined task analvsis of duties and responsibilities™ on
the one hand. and the introduction of pertornunce
appraisal systems and  other “systenwtic means for
identitying employee abilities™ on the other.

Matching subject matter with need implies indi-
viduafization. A human esources executive with a lead-
mg munutucturer teports that “the history of formal
cducation at our company during the past two decades
has beer one of gradual ditferentiation of courses anid
Indeed.  “individualization ™

Cralotmg™ and CHexibiling™ have hecome Leveemn in

ciiplovee turgets.”
the v rporate education-training lexicon: “hatch tain-
ing” and teachimg subjects that are merely “npice
Know™ are iarks of inetticiency and backwmndness,
Encompassed by this goal also s & omore extended
tme  trame. One of the major ditferences, in fact,
between the changes that have taken plice in the recent

past annd those anticipated in the future. as bath of

these were described o the Board™s survey. is o new
criphasis on career planning  the working out of in-
dividual career parth ans. “Training tocused on the
pecd ot individial cmplovees.™ one execntive reparts,
“will hecome w contmuous process, and will contimue

througlr the cmplovee’s tenure with the company 7 We

are not just concerned with this vear’s manpower.” savs
another, “hut with anticipating what our needs will e
ten years from now.”

Particular attention is paid in many firms to identify-
ing “high potential™ employees. and 1o developing
fong-range plans for their training and nurture. Oue
large manufuacturing company recently put into place
in alb of s divisions and Keyv departments a network
of specialists for whom these tasks are a tull-time re-
sponsibility . An ideal development program. one exceu-
tive concludes, “has 1o walk u tightrope 1o anticipate
needs. but nat bring too many people along the way,
breeding frustration and discontent.”

Learning on the Job

ol courses are g luxury.” savs one executive,
and in their pursuit of cost etficiency many companices
are shifting their emphasis in certain skills areus from
sourses to plinned on-the-job training.

Learning — about the work community and about the
joh itself”  begins to take place as soon as an individual
enters the employ of a company or moves to g new
assigniment. At least some, and often all, of this new
knowledge and skill is acquired in the course of working.
Ihe process may be haphazard and unplanned. as learn-
g by observation and imitation. or by trial and error.
Or. because tasks are 100 complex or the consequences
of fearning errors costly . or simply hecause some inter-
venton or management is judged to be mare cost
effective, on-the-job learning may in some measure be
planned

Such planning may involve a particular skitl. such as
operating a muchine. Discrete learning steps may be
specitied, aids provided 1o he used in conjunction with
them. and supervisors instrcted i heow 1o manage the
process. O planned onsthe-job traming may have
hroader dk‘\u‘l\\i\l]k‘lll;l] goals and use such means as
special and temporary duties, team or task foree assivn-
ments. and job totation, sometintes in concert with
formal oit-thejob instruction.

“The process by which Tearning takes place thiough
work experience s substantiatly controlled by the
matiager.” says one corporate official. U Lis work
assigniments are repetitive. his emplovees will be vood in
a narrow field but won't grow, A geod manaser. who is
interested in stretching and challenging eraployees, will

torce them continuously 1o go furthier adding *b 1o

“

Voestithule tramimg s on e fobon the sense that prodhictine
worb takes phices and ot e ok an that the worko s done
Lacthties Jesiened speaitcadiy tor Tearmng,
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Education, Training, or Both?

As the definitions quoted below confirm,
- “education’” and “training”’ mean quite different
things to different peopte. For the most part this
report sidesteps the issue by using both terms —
“education and training’’ or “education-training."
Where only one is used it usually reflects the bias
that education concerns information, concepts and
intellectual abilities; training, skills acquisition
through repetition in performance.

“...Itis not always possible to make a clear
distinction between corporate ‘training’ and, say
Whitehead’s sense of ‘education,’ although one can
imagine a scale of parameters in which that dis-
tinction might be drawn. At one end of the scale,
which we may regard as more typical of training,
lies measurability, narrowness of subject matter,
relevance to a particular time and place, well-
defined range of use, and efficiency of information
transfer. At the other end of the scale, more char-
acteristic of what we mean by education, lies the
exposure to contrasting assumptions and points of
view, the involvement of personal and intellectual

initiative, less constrained range of use even to
uncertainty about its specific utility, and the
general impossibility of measuring on a quantita-
tive scale the degree and quality of acquisition of
insight.”
~Louis M. Branscomb and Paul C. Gilmore,
“Education in Private Inclustry,”
Daedalus, Winter, 1975.

- . .

“. .. There is an important distinction between
training and education. The purpose of training is
to devetop certain automatic facilities as in lan-
guages, hookkeeping, and the operation of
machines. 1h> finction of education, however, is
to provide v student with the capacite for
analyzing and solving problems that confront him
in his occupation, in his society, and within him-
self. [t should also develop in him a desire to
continue with intensive and systematic investiga-
tions after his formal program is completed. In the
training program formulas and techniques a:e
learned, rules are memorized, and mental or

S e to 'hD and sooon This s the key mechanism
the nature of the work that's assigned. On the other
hand. employees can ke work processes and add
dimensions w0 them. So there's responsibility: on hoth
sides.”

Learning off the Job

While efforts are being made 1o bring more planning
and design 1o (!n-ll\lc-jnh training. this mode must often
be auginented and repiaced by ott-theqob mstrucnon
at the worksite and elsewhere, Considering the costs of
muistakes and Towered efficiency that on-the-joh training
can create inosome situations, plus the increased com-
plexity of work skills, there is a growing interest in
exploring the effectiveness of oft-the-joh training, =Fhe
carly stages of film and papennaking,” explainy an
Fastman Keclak Company training executive, “requires
the spooling of large sheets of mgterial - 40-inch widths

at high speeds. The traditional way of training people
o hecome spoolers is 1o turn them over to instructors at
the job site. While they observe and listen to all that is
heing said, they tend to interrupt the work of machine

operators,
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“The new approach in this particular case is to start
with a planned. off-the-job, orientation sometimes
with a mock-up of the machitie, sometimes with a1 filin
or other visual representation of its parts and functions,
Operations, work technigues. and safety are explained.
In some cases, machine operations can be learned and
practiced with mock-ups, The theory, which has 1o some
extent heen horn out in practice, is that ott-the-job
instruction makes more sense in more situations than we
used to think, both as a time and money saver.™

Resources

Insofar as companies rely on off-the-job courses to
serve the learning needs that ari.» ceaselessly out of
innovation. growth, and emplovee separations. transters
and promotions, they employ both internal resources
and a variety o external ones, Among the latter kind are
other companies. which teach emplovees of customer
firms the uses of their products and services: organiza-
tons and individuals specializing in emplover training
needss as well as schoaols, colleges. universities and tech-
nical institutes. Some companies ocate tacilities by
reason of their proxmiity to suitable schools, and

,L-\
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physical skills are developed through practice and
repetition. In a genuine education program, how-
ever, students concentrate on processes of analysis
whereby they attain levels of generality, pro-
ficiency, and understanding which enable them to
think intelligently in several fields even though
they may not have had training in the detailed
knowledge of any of them.”
—Walter Buckingham, The Impending
Educational Revolution. Washington, D.C.:
National Educatior Association, October, 1961.

» » *

", .. Education and informational programs
have one thing in common. They deal with sub-
jects which are only indirectly related to the tech-
nical performance of the employee’s job. In this
way they contrast sharply with a third activity —
training programs, which are intended to increase
the employee’s ability to perform his specific job.”

—Employee Education, Studies in
Personnel Policy, No. 119, National
Industrial Conference Board, 1957,

.usage of the word “on-the-job training.’ It includes

“...The term “training” denotes investment in
acquisition of skill or in improvement of work or
productivity. The concept, therefore, includes
schooling and traininrg obtained on the job. The
latter, under this definition, is a much broader
concept than what is conveyed by the common

formal and informal training programs in a job

situation as well as what is called ‘learning fiom

experience.’”’

—Jacob Mincer, “On-the-Job Training:

Costs, Returns and Some Implications,”
Journal for Political Econony,

October, 1962.

* . .

. .. Education is defined here as both formal
and informal training, instruction, observation and
experience.”’

—Eleanor Gilpatrick, Education for
Work: A Full Employment Strategy, The
Annals of the American Acacdemy of
Political and Social Science, March, 1975,
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whole  communities have  grown up around shared
academic and business interests in scientific and tech.
nical matters.

The Board's study identified three arrangenients by
which off-the-job employee education and training iy
condncted, cach tending 1o use a ditterent tvpe or

cluster of resourees.

e Company  courses, in which all participants are
etployees of the finm providing them. Such courses may
be designed and conducted by company personnel, hy
outside  institutions and  contractors. or by the two
together, and may be held on or oft the company’s
premises. In the vear prior to the Board's survey, four
out of five companices conducted courses duringsorking
hours, and about halt did so afrer working hous,

Increasingly . otf-the-job instruction and periods of
work are heing viewed as integrated parts of a leaning
experienee or developmental whole. Indeed. 1o muany
executives, ettorts during recent vears to link these two
femmmg mades has been the most sianificant develop-
mentin the field.

I accord with this approach, and with etforts 1o
tatlor caucation and training 1o needs. many companies

are shortening courses and dividing subject areas into
modules of several hours euch. “With modules,” says one
company official, “we're using ritle skars o place of
huckshot, and providing employees a crance to apply
and digest what they've fearned hetore they’ go on.™
They are also making greater use of andicvisuals and
self-tcaching programs=-and, in a few instances, using
computer technology,

e Tuition-uid  progrem courses, selected and oo
tracted tor hy the employees, who are reimbursed in tuil
or in part hy their employers, Such courses are normally
taken after working hours. Colleges and universities are,
of course. the prine resource for tuition-aid programs,
and are increasingly cogizant of . and responsive to,
employee needs 1o keep abreast of change and acquire
wider technical and professional competencies. Some
conduct courses at times and places designed 1o he
particlatly convenient 1o employvees of o company or
cucter of firms  even on a company’s premises und

tailor  subjects and  course content o specialized
emplovee groups. The survey showed that 89 percent of
companies have such programs.,

o Other outside courses. taken during working hours

or otherwise in the line of duty . that e open to a wider

INTRODUCTION 9
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public than cmplovees of a particular company. In-
cluded in this category are the courses provided by
corporate  suppliers: by such  organizations as The
American Management Association and The Conference
Board: by protessional and trade groups: by proprictary
organizations and consultmts: and under special pro-
grams of many colleges and  unjversitics. Seventy-tour
pereent of companies reported that emplovees took such
courses in the pust vear.

Thiese vhree categories appear o aecommodate
reasonably well all arrangements for emplovee educa-
tion, but a litte forcing has sometmes been needed.
Most notably. perhaps. compuany courses occasionally
straddle werking and noaworking heurs. Emplovees are
sometimes also given thne off for courses taken under
tition-aid programs.

The Mix

The everchaaging mix of outside and inside re-
sourees, and of during and after-hours study  reflects the
imterplay of need and opportunity. During-hows in-
struction ds mucl more costly than atter hours. but may
have 1o be provided it too few employees are seeking
needed skills or knowledge under tuition-refund or after-
Companies may have to provide their
OWILvourses i certain subjects during or after hours,

because no one else does

hours programs,

cither because they involve
proprictary and company-specitic knowledge, or stinply
hecause no outside resource has found it cconomically
teasibie. Courses availuble outside may nonetheless be
taught inside hecause it is more economival 1 do so_ or
becatse the opportunity ta tailor content 1o COMpa
need tips the scale. And so on.?

Influence of Outside Resources

A Caterpillar Tractor Company official  describes
these connections hetween outside resources and inside
Peama, where we are the

progranis gy tollows: i

dennant employer, there is considerable iloring of
public educanon otterings at the high school, junion
BS.oand MS.

colleae, levels to muatch our needs,

ne obserser behicves some companies comdest therr awn
conrses becanse they have discovered that “one wans
tramed emplovees 15 to enable them o ke credits that are
transterabie and asable tonvard cdegree. hese COMmpPanies nen
substitute m honse prograns, whose credits are well-recogmyzed
Bue vabde onbv osathie ane company " 10 this i answhere, in
Lictoa monive, ats torce may be dimmehaed by he Proweot on

tor lose

Noncoallegute Sponsored Tastraction Jescrtbed op pare L See

Salle T Oean s Chumerne Patieins Comttinenny { ot fo
Srspress Hoston Diiversity © Center for the atudy ol §iber ]
aacato tor Ndualts, 1unT,
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Furthermore, we have so nny emplovees that local

educational institutions conduct many ol their classes

rizlit on our premises at times convenient tor our people
since they make up the entire cluss.

“On the other hand, in Milwankee we are the *small
frog in the big pond.” Programs and relationships are
entirely different than in Peoriz. With the small number
of uapprentices, it hardly payvs 10 have a full-time class-
room instructor, so we use the local public educational
facilities. With excellent management seminars within
driving range of the plan
or hranches

conducted by local colleges
it doesn’t make sense to have a sophisti-
cated plant management-development siaft. In this situy-
tion, however, we have to Latch on 1o what is available
our numbers are oo small o attect offerings of the
cducational institutions.™

A Blending

An outline of employee education und training pro-
grams at Polaroid Corporation in 1975 illustrates the
way mternal and outside resourees are often blended.

Cuiside schools: In addition to it Tuition Assistance
Program, in which 10 percent of emplovees participated.
Poluroid sent exccutives 1o special courses at three
Joston area universities.

Ouiside experts brought in: Univensitv-based ang
other experts were the core of several lecture programs
tor munagers and professionals o series on manyge-
nent technology . another on scientific subjects, and a
third on personnel-oriented matters.

Company cxperts: Company emplovees with other
primary duties shared with education-training specialists
i Polaroid Sentinars™ series for exempt cmplovees
that treated o business und
personnel-reluted subjects. Such emplovees were also
promtinently “technical  studies™  and
“product knowledge™ progiams in plant areus.

Education-training-development specialises: Tn addi-

varicty  of technical.

involved in

tion o sharing instructional toles with othe COmpain
CNpeitsousttt of 2 professionals conducted skatls pro.
2rams tor ding and second levels of management: a
variety ol orggnizatonal developinent activities that in-
cluded workshops: and an “education™ program  that
included basic andintermediate language and math
skills, baglish as o second language, General Equivalency
Degree (GFD) tutoring, and secretarial skills. I addi-
o, a trainer in the nrketing depanntent conducted
an engoing onteaweek counse For ew salespeople.
urt-tine tacudry: A tloaing work foree” of 12 10
T4 part-tinte mstiuctors was brought iy as needed durmg

the vear.

L
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Chapter 2
Scope

Ql'.‘\N'l'l'l'A’l'l\'l{ MEASURES CAN no more readily
etncompass the scope of education at the work place
then in the society at large. Even when the focus is
narrowed to formal oft-the-job instruction. such basic
statistics as emplovee course hours @re’ found 1o be
unobtainable  that is, known to very few emplovers,

The Study’s Measures

The present study did suceeed. however. in develop-
mg data on some sighitteant aspects of program scope
the prevalence of formal course programs. the numbers
of employvees participating in them, and the dollar ex.
penditures made by companies for them — and i denti-
Ving certain of the factors that account for ditferences
among companies.!

Because  corporate education s Faghly > mission
oriciated ™ and variable. concerned in large megsure with
shottererm needs, it must be stressed that the Bourd's
questionmaire was maiied 1o companies i laresummen
TO75and that the “last vear™ period i myuned about
Wiy TOTLTOTS oy rime of severe recession. And while
spectiic questions tsee pages 20211 indhicate that the re.
cesston did not srrongly influence the procraims of most
companies.more than a quarter did report cuthyoks,

Ihe survey's genera findings with respect o the

several measured aspects of progrnn scope follow

Prevalence
Seventvefive percent of il compunies provided some
m-house courses for thei emplovees mothe vear pran

1 .
SevoAppendiv O Tor aodescription of o these oot e

were derinved,

RIC
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to the suvev.” Eightv-nine percent had taition-aid or
refund .programs, and 74 percent authorized some of
then employees., principally: managers and professionals,
to take outside courses during working hours, puying

atrendant costs,

Employee Participation

Among the 32 million or so persons emploved by
firms with 300 or more cmplovees, ulmul\ﬁj million, o
HE percent, took part i in-house coursesiprovided by
their compunies during working hours, und another
700000 (or 2 percenty were enrolled in compuany
counes given during nonworking hours, Participation
rates are usually higher among exempt than amnong iron-
exempt emplovees, One corporate giant offers a4 “back
of the envelope™ estimate that about 5 quarter of its
professional and managerial emplovees have taken pait
in an “ofthe-job fearning experience of at leust (wo
days™ during cach of recent vears. The studv did ot
AHempt to measure participation in fuition-aid prograns
directly o but by reluting s findings about their preve
alence o the evidence of an ecarher study that gbouwt
tenr pereent of the emplovees of companies having such
prozrans ook part in them during 1 one-vew period,
anestimate ot L3 million emplovee participants is
derived !

5

Tlhe questionnare ached about expenditures Clast o,
alboaswame o chowe ol consenenee wtong tesdal, calendar aind just
P2 month perpnds, '

B

o Revcer O \eara. Conihveane Anoywledee rlh\r"/l'\r'rm e 1
Dwnieor ted Plans, The Conterenee Board., 1970, Studies i ber
soanel Pobioy 0 Naoo 2210 Some ot (e ponaipal Tindones of thas
sto o are summze b the boy o page
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Expenditures

Direct expenditures are projected 1o have been about
$2 billion in the “past year.,™® About 11 percent of this
total is accounted for by tuition-aid programs and 9
pereent by outside courses pursued by employees during
work hours or otherwise “in the line of duty.”™ The
remaining 8O percent represents direct costs incurred for
in-honse compuny education and training activities.

Because companies tend to be unique in their blend-
ings of products and methods, and in the numbers,
character and locations of their emiployees, so, theretore,
are their training programs, But the scope of these pro-
arams also retlects the fuct that there are other ways
than training of mecting skills needs — specitically . going
into the labor market and hiring people already trained,
and training informally on the job. And how much
training a company undertakes is further influenced by
the judgmpr)f.s' of its managers about costs and benetits,
While u faw. at one extreme, made no direet expendi-
tures whatever for education and training, others re-
ported spending more than S100 per employee.” Lx-
penditures among ali componies were distributed  as

totlows:
Dollars per Employee Percent of Companies
Leco than $2.00 ... ... ... .. 40,
S200t04.99 ... ... ... o 17
50010999 ............ .. 16
j0.00t0 1999 . . ... .. .. o 21
2000103999 . ... ... .. .. .. 15
40.061099.99 ... ... ... ..... 21
S100 and more .. .. ... .. . G
All companies ... ... 100",

Pwo hillion dallars intotal comes 1o a mean average
o S60 per employee. The median company, however,
spent S1o per emplovee. The ditference between mean
and median i accounted for by the upward pull on

"Ih'!'mml mothe questionnaire as Usalaries ol emplovees
devoung all ar magor portions of ther time e these e tnaties:
travel amd Lving expenses. pavments to ontside stitutons or
indonvdual contractons, and costs of equipment and material
purchased or renged. ™

TSN of e 331 firms in the sample reported expenditures of
over N2000 per emplovee. hree were e techannlogy mamn
Facturmg firms, and the other three were an arthae, o birm that
provedes techmcal medical services, wnd o bank, The next en
tirts an arder ot macmitide, all spending 130 199 per oem
plovees madaded Tour anks ey Tocad telephone companies,
utthty C o madhime tool manutacturer. s pharmaceutical firm, and
PEADSHTALCe coTtnpany.,
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the mean of a smatl number of high-spending companies.

Differences by Company Size

teonomies of scale often make 1t feasible tor farger
companies to engage in education and tiaining activities
that smaller ones cannot aftord the smaller tirms,
particularly  those with fewer than 1000 employees,
tending to rely more on the employment of persons
already trained, and on on-the-job training,

Prevalence

Since barger firmis often have greater nmbers of
facilities and units and employ a greater variety of
specialists, education and training activities are more apt
to be found somewhere within such organizations, How-
ever, on measurements of program prevalence, the only
really wide ditferences between companies of diftferent
stze ooz above and below the 1,000cemployee level

(see Table 2.1).

Employee Participation

The percent of emplovees in company conrses in the
past year. during or atter honrs, was virtually identical in
the several categories of firms having more than 1.000
cmployees. It was moderately lower in the smallest size

category (see Tahle 2.2).

Expenditures

There is o tendencv, less marked and consistent in the
median measures than in the mean (in which the figure
for the fargest companies is sharply elevated by the
spending weight of several corporate giants), tor educa-
tion-training expenditures 1o correlate with company
size” The implications of size pertain to establishiments
as well as to companies. so that some smaller facilities o
large firms may not benefit from advantages ot scale,
But such etfects may be mitigated by the larger tirms in
two wavs, One iy by carrving fermal programs from a
central sonree to tie individual plants or bringing plamt
personnet to the cotwses. A second wav is by developing,
in a headquarters department. cowses or programmed
mstruction material that is tailored more specitically to
the needs o such plants than materials availubte trom
commercial sources (see Table 2.3).

Company size s as great an intluence on how educa-
tional expenditures me distribured among the three basic

6
Fovthe extent that smuadler firms tran onthe 1obh tor shalls
that Larzer ones can ethiciently ampart off ticgobh, they may he
mouerime costs that are nog retlected an the susves dota.

3
Palp



Table 2.1: Prevalence of Education-Training Programs, by Company Size

Percent of Companies Reporting Program

Tuition Aid Other Outside Company Courses
Company Size f{after hours) {during hours) {after hours] “(during hours}]
10 000 employeES OF MOTe . . .. oot in i e 97% 90°, 56 96%
5000 ~9999 ... .. .. .. 95 83 51 96
2500 4,999 ... 9 79 52 N
1000 —2,499 .. . ... .. 94 77 45 86
500 - 999 ... ... 82 66 25 71
Allcompanies ... ... ... .. ... . e 89" 949, 39% 55°,

Table 2.2: Percent of Work Force Participating in Company Courses, by Company Size

Company Size After Hours Ouring Hours Either
10,000 empIOYReS OF MOTE . . o oottt 2% . 12% 14%
5,000 —~ 8,999 .. .. 2 13 15
2,500 - 4,999 L 4 12 16
1.000 — 2,499 ... e 4 " 15
500 — 990 .. 2 8 10

ANLCOMPANIES L. .. 2% 1% 13%

Table 2.3: Expenditures per Employee for All Education-Training Programs, by Company Size

Company Size (Number of Employees)

10,000 and 5,000- 2,500- 1,000-
Oollirs per Employee Total over 9,999 4,999 2,499 500-994
S 200andtess L 4, 10°% 82, 6%, 3% 3%
201 - 500 ... L 17 5 5 ' 8 20 21
501 - 1000 ....... ... 16 10 4 16 15 19
1001 - 2000 ... ... L pal 20 25 20 18 22
20.01 - 4000 ... ... 15 14 21 18 ’ 13 15
4001 - 6000 . ... S 9 10 16 12 15 3
6001 - 8000 ..... .. ... ... Do 8 " 3 " 4 9
3001 10000 ...... ... ... 4 4 5 5 5 4
Mo than S100.00 ... . 6 16 13 4 7 4
TOWI oot ... 100 100", 10y 100", 100" 100",
Median .. e S16 320 $78 320 S17 $13
Mean oo 60 36 48 32 35 27
resources as on then total amounts. One of the wavs ard and other outside programs for the Largest Hioms
siadler firms tend o compensate Tor thetr fesser aivdiny then combimed share was onby 13 percent. as compared
to supportan-house tennmg s by nakmg greater use off with mare than 50 percent among smaller ones bt
outside resources than the Targer ones are required to tewer dotlars per employee as well fsee Tables 2.4 and
dos Lareer fums, whieh are more hhelv to have m-honse 25 on the tollowing page). The ditterences are sligh
cducation-taining sttt and progrms, not only spend for twnon-ard  progiamise more pronounced i the
a constderablv lesser portion ot then doilais on ttion- “otherT categoy
SCOPE 13
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Table 2.4: Expenditures per Employee for Major Education-Training Programs, by Company Size

Outside
Tuition In-House

Company Size Aind Other Tota! {Company) Total
10,000 or mare emproyees S 5.60 $4.80 €1040 $67.20 $77.60
5000 9999 ... 8.30 6.10 14.40 37.50 51.90
2500 4999 .. 8.10 5.60 13.70 17.20 30.90
J.000 2499 e - e 11.50 840 19.90 15.60 35.50
500 999 . . .. ... e e 5.80 8.50 14.30 12.60 26.90
All companes e . $ 650 $5.60 $12.10 $548.30 $60.40

ES

Table 2.5: Distribution of Expenditures Among Major Education-Training Programs, by Company Size

Qutside
Tuition In-House
Company Size Aid Other Total {Company) Total
10,000 or more empioyees . . . ) .. . 7% 6" 13 87, 1304
5006 9999 ... ... ... . R o 16 12 28 72 100
2500 4999 . .. PN A . - . 26 18 44 56 100
1.000 2499 . . .. .. .o o . . 33 24 5 a3 100
500 - 999 . .. oL .o . 22 31 53 47 100
Al comparnes 000 . ) . 1, 9’ 20 80 100w
Table 2.6: Prevalence of Education-Training Programs, by Company Type
Percent of Companies Reporting Program
Tuition Aid Other Qutside Company Courses
Company Type {after hours) {during hours) {after hours) {during hours)
PManufactuning o0 o000 R 92 75 36 4%,
Transportation, Communications, Utiies . . L 91 71 54 79
Wholesale and Retal ... . .0 Lo 64 51 27 57
Francial and Insurance . . . . . .. .. o 96 82 90
Orherd o 9€ : 91 : a3 79
Allcomparvins © 00000 e 89" 74 . 39", 70"

IA\tmur three quarters ot the “other” cateqory 1s made up of three classes of COmpdames. contract construction firms, bHusiness soryvic e

firms mannty advertsing, public relations, Mmanagement consuilant, and companies 1N the mining industry, including o1 and nadtural qQas

operations, Prominent among the balance are businesses that offer engineening and architectirg! consulting and design services

Table 2.7: Percent of Work Force Participating in Company Courses, by Company Type

Company Type After Hours During Hours Either
Manufacturing 0 000 e, 2 5", 7°0
Transportation, Communications, Utilites e, 2 13 15
Wholesate and Retarl .. .0 .00 . e 1 11 12
Fiancial and Insurance .. . L 3 17 20
Other ..o 0 . P R 9 3
All companes . 0L PR e o 11 13
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Table 2.8: Expenditures per Employee for All Education-Training Programs, by Company Type

Tr. nsportation, Fu;ancia/
- Communications, Wholesale and and All
Dollars per Employee Total Manufacturing Utilities Retail Insurance Other
$ 2.00 und tess a4, "o 3 AN 7% 4,
2.01 500 17 27 3 20
5.01 10.00 16 15 5 4 4
10.01 2000 ... 21 10 20 8 20
20.01 4000 .. ... L 15 el 12 16 13
40.01 60.00 9 10 6 15 15
60.01 3000 ... 8 13 1/ 13 6
80.01 -100.00 .. ... ... ... . ... . 4 3 13 18
More than S100.000 .. .. .. .. .- ... 6 15 el
Allcomparaes 10Q~. 100° 100" 100" 100 100,
Medwo oo o000 316 $36 $19 $66 21
Mean o000 L 60 90 19 82 27

Differences by Company Type

Fducation and trining activities are much more
likely to be found in sonie types of firms than in others.
Financtal institntions lead other categories in cach of the
seyeral measures of program scope. with the transportu-
lfﬁn-gmnmzmxc;nmns-ulililic.\ gtonp not tar behind.,
Wholesale-retail and numtachiting finms Ligged  well

bebind.”

Prevalence

Forbeam with. data on program presalence show that
the timancial and tansportation-communications-utilities
companies are more likelv 1o have internal courses than
other industty groups. while the wholesalesiernl group is
the anly one in which o fairly Lirge pereentage of coms-
panies do not have Wition-aid progiams fwee Jable 2oy,

Employee Participation

One out of tive of the emplovees in financal insuto-
Hons 15 estiinated 1o have enrolled in company couses

duning the previons vear the highest rate 1orany kind

These ditferences cannat be esplinned by company ase,
itterent sized compamies are tound an sodar propertions
Amiong cach ot the nigor mduostry categonies tewee \;-;-vmll_'li )
Rather ar s ditterences m the prevalence of programs m the
analice compantes of cach type that usually scconnt for ther
overabl Bitferences, thas, among hirms sath Sng to vea oy
phivees, tor example, sner S0 percent of the tinanod sty
tons hanve company connes Jurime houre Lor masutactunng
firtns the henre 3o percent, and for s holessde and cetnl firms
only i percent

of firm. The Jowest rate was in manutactoring tirms (see
Table 2.7

Expenditures

Financial institutions also showed the highest mediun
expenditure rate per emplovee (8361, and muanutacturing
firms. the lawest (8. -

Mean expenditure data tor the various categories tell
a somewhat different story. The upward pull of high-
spending firms raises  the  transportationconumunica-
tioms-utilities group to the highest rank (with mean ex-
penditures of SO0 per cmplovee), while the spread
hetween financial institations (mean. S823) and manu-
facturing firms (S00) is considerably reduced. Wholesale
and retail tinns, which lagged shightly behind other cate-
gories in the mediun compurison, drop mnch further
behind in mean (S19 versus S60 for all companies) per
cmplovee (see Tuble 2.8),

Fhe proportions o which company monies are
distubinted among e various tesources ditfer no less
stikinaly than the total dotlars. Frnaneial mstitutions,
fon c\‘;.\nnpic. spent twice as nuany dollans per emplovee
toroutside education and traimng progiams as the
tanspestation-conununications-utlities wroup. although
shighthe doss i total and spent nearly thiee times as
muech e tnnon-aid progams as any other group® (See

Fables 2.9 and 2.10.)

A

More detnled analvses ol company expenditnres, savang
breabdowns by company tope within wive citezonies, and slrow
e the sample sizes tor each, are prosnded o Appendin D
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Table 2.9: Expenditures per Employee for Major Education-Training Programs, by Company Type

Ourside In-House

Company Type Tuition-Aid Other Total {Company) Total
Manutacturing . oo $ 5.90 $4.15 $10.05 $49.40 $59.45
Transportation, Communmications, Utilities . . . . . .. . . P 540 6.30 11.70 77.80 89.50
Wholusale and Retail ... ... . . . 1.70 2.60 i 4.30 14.30 18.60
Financial and Insurance . . ... ... . 15.60 9.00 24 .60 57.50 82.10
Other ..o 5.00 6.90 11.90 14.,0 26.60

Allcompanies ..o S 6.50 $5.60 $12.10 $48.30 $60.40

Table 2.10: Distribution of Expenditures Among Major Education-Training Programs, by Company Type

Outside In-House

Company Type Tuition-Aid Other Total {Company) Total
Manafactanng o000 000000 10° 7% 17°% 83" 100 .
Tuansportation, Commurmcations, Utihtess ... 6 7 13 87 100
Wholesate and Retanl o000 9 14 23 71 100
Financial and Insurance .. ... 19 11 30 70 100
Other oo 19 26 45 55 100

Al compames o0 11 9. 20 80", 100" .
Table 2.11: Distribution of Occupational Groups in Work Force, by Company Type

Professional and Sales and Other

Company Type Managerial Technical Marketing Nonexempt Total
Manufactoring oo oo 112 - 127, 8" 69, 100"
Transportation, Communications, Utilities . ... 10 10 10 70 100
Wholesate and Retad 00000 0 4 14 72 100
Financial and tasurance -« oo 14 14 19 83 100
Other Lo 11 17 5 67 100

Allcompanies L 11 127 10, 67 100v.

Employee Characteristics

Fleven percent of those employed hy compuanies with
SO0 or more emplovees are classitied 1 munagerial; 12
Percent ds professtonal and technical: 10 percent as sales
and imarketing: and 07 percent as “other nonexempt”
“other™ 1o allow for the inclusion of some ehempt
employvees in technical or sales categonies.

The oveupatiomal makeup  of Larger and  smaller
companies 1s much the same
broad groupings used liere

at least i terms of the
and does not, theretore.,
help 1o explain differences i the seope of their trainimg
programs (see Chart 2.1).

This v not the case with ditierent repes of
companies, however. where  disumilanties i the
configurations ol emplovee charactenstios are maked.

For example. manageral and professional-techpical

16 THE CONFERENCE BOARD

emplovees. dhe objects, as shown later. of dispro-
portionate attention m company education and g,
mihe up less than 13 percent of the total work toree of
wholesale-retail institutions. compared with 23 pereent
forall compamies. In financial mstitutions. on the otlier
hand. those two groups account for 28 pereent ot the
toval while sales and muarketing personnel. much more
likely than “other nonexempt™ emplovees to take AN
m tormal educanon-trining. are newlv twice e
numer-is (see Table 2011,

Disproportions

About 32 miilion warkers wre emploved in the Uniied
States by companies having 300 o1 more cmplovees
the nniverse embraced in this study, The Largest ot thene,
companies with 10000 or more ermplovees (of which

v
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Chart 2.1: Distribution of Occupational Groups
in Work Force, by Company Size

. 100
R—_— - - - . - 80
»
Other
Nonexempt
R -1 L — F— - 60

Sales and
Marketing

Professional
& Technlcal |

Managerial
Al $00- 1.y00- 2.500- $,000-- 10.000
Comptalat 999 2499 4999 9.993  or Mere
—— Number of Employees —— —

there are fewer than 650), comprise about 8 percent of
all companies in this universe, but account for about
two-thirds of their total cmiployment,

Reflecting primarily their higher expenditures per
em~loyee (but also a somewhat higher prevalance of
education-training  programs).  these large  compunies
account for a stll greater part of the direct expenditures
76 percent (see Chart 2.2). By contrast. companies with
fewer than 2,500 emiployees represent 72 pereent of gl
compunies, 18 percent of employment, and 10 percent
of expend:rures.

Stnilariy. their high per-employee expenditures mean
that tinancial institutions, and companies in transporta-
tion. communications and utilities account for dispro-
portionately high shares of total expenditures: whole-
sale-retail and miscellaneous tvpes. for lower shares (see
Chart 2.2).

Trend

Many human resource exccutives in industry” insist
that the important developments of recent years have
been in the methods of employee education and training

in the “how™ rather than the “how much.” Some
stress a closer scrutiny that top management is said to be
giving to developmental activities, an increased insistence
that they be justitied and validated. This. together with

lowered turnover rates and an “improved™ labor market,
has led to some program curtailments and reductions.
Nevertheless, growth has been one of the dominant, and
fairly pervasive, characteristics of change in recent years.

Two-thirds of the companies represented in this study
increased their per-employee expenditures for education
and training «“during recent years, but prior to the
current business recession.” Only 6 percent reduced
them (see Table 2.12). Spending increases for internal
company - programs  were  more  conmmon  than for
tuition-aid or other outside programs.

Nearly half' the companies reported that there was
some change during the pre-recession period in “the
portion or percent of total expenditures” that each of
these programs came o represent. Again, growth in

Chart 2.2: Proportions of All Companies,
Employees and Education-Training Expenditures
Accounted for by Companies of Various Sizes
and Types

Company Size Education~
(Number o! Trainlng
Emplgyees! Companles Emplu,"s* Erpenditures

10.000 or More [, 8% : ;
5.000-9,999
2.500-4.999 [/

1.000-2.499

500-999 |

Company Type

5
Other 12° AN BV
. T 11 15%
Financial and 120 ; . _
Insurance | " | L.e="T e e ]
Wholesale &Retail | 142, - - 18%
o —— e
Transportation, o S AP
Corhfnunications, | ©° | ...
Utilities
57° 60°%
.
Manufacturing 52° .
.D\*lml.. do not add to 100 - because of rounding
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Table 2.12: Trend of per Employee Spending before 1974-1975 Recession

Type of Program

Tuition Other Company
Spending Trend Aid Outside {Internal) Any
Increased . ... 51% 54% 64°% 68%
Deereased . ........ ... . ... 2 10 6 6
Varied, no change, or don't know . . ... 46 36 30 26
Allcompanies ... 1009, 1007 100% 100%

company (internal ) programs was mentioned most often-

decline i them leust often (see Table 2.13).

A good m;m_\. exeautives helieve that changes in the
“Eow™ or corporate cducation and training have been

reimportant than in the “how much.” Yet according
tonearly half the participants, new nrograms and growth
have heen the main events of the recent past. To the
question. “"What do you judge 1o he the more stgniticant
chunges du.ing the past 3 1o 10 vears in Vour company’s
education and training goals. or i its methods of
achieving them?™. .

o 14 pereent referred to growth in seneral terms
to increased  dollar nvestments,  wider  curriculu.
enlargements of program scope. and so on,

*10 percent said that an education or taining
department had been created or expanded, or a tull-time
director employed. )

30 percent reported the initistion or expansion of
programs in one or more areas 1Y pereent nuanagerial
development: 6 percent professional, technical or skills:
1l percent aftinmative action.

o3 percent said that wition-aid programs had been

ntroduced or liberalized.

By comparison, only a handful of these exceutives
nmentioned a
decrease in any aspect of the company’s program or in
its overall scope.

accountting tor one percent ot the total

A related. but somewhat different. emphasis was
given by about one out of eight participants. tor whom
one of the significant developments of recent veurs  in
most o instances the significant  development was
growth or enhancement in the status ot the educatjon
and training function in the company. Management,
they asserted. is more “aware™ of it and is according it
greater “recognition”™ and Usupport.” For example. one
executive said: Training is beginning 10 he recognized as
a legitimate ond vital function.” “Top management in
our company.” another commented. “is now committed
Woa continiing, long-term etfort for all levels of
employees, regardless of changes in the business cyele.”

To the extent that the views of senjor personnel and
training executives about likely or desirable directions
for the future anticipate actual events. the fumre will
hring continued growth. In answer 10 a survey question
as to “further changes or changes in emphasis™ they
thought their companies “may or should initiate in the
coming years” to serve their need for properly  trained
and educated personnel. about half these executives.
again, spoke of expansion in resources, staft and
program scope.

A Note about Costs

The subject of emplovee education and training costs
is lacking neither in ambiguities nor controversy, Two
questions are mainly involved: What are these costs., and
who pays for them?

Table 2.13: Trend in Relative Importance of Major Programs before 1974-1975 Recessina

Type of Program

v Tuition Other Company
Percent of Totsl Exprnditures Aid . Outside (Internall
Increased . .. ... 51% 38% 712%
Decreased .. ... . 23 29 A 10
Nochange mentioned ... L 16 33 o -18 ,
ATLCOMPANIES L 100% 1009 10G%
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™
)

{



E

O

Reporting of Expenditures

Three hundred and one firms, or about half of
those surveyed, provided in full the expenditure
data requested in the Conference Board question-
naire. Volunteered comments suggest that most of
the companies that did not furnish this informa-
tion were unable to do so — because education-
training costs were “‘buried” in other budgets,
were "'scattered” in a number of company loca-
tions and departments, or both.

The extent, if any, to which per-employee
:oending may be different in these firms from the
ones willing and able to provide figures must be
largely a matter of conjecture. There is reassur-
ance, however, in the fact that no major class of
companies was ficantly  underrepresented.
Particularly notable is the fact that the largest

Pescent of Total
60 (.
- | - T
]
i i 1
40 - , . ]»

I
t '
!
t :
20 : |
j |
i :
il L !
VU
0 —d— ,\,\_, J— [
All 500- 1.000- 2.500~ 5.000- 10.000
Companes 999 2.499 4.999 9999 or More
Neaner of SRR Number of Employees R
Companies 1301t (58] {181 163 (48] 154

companies were not far below the smallest in the
proportion reporting their dotlar expenditures —
42 percent of those with 10,000 or more em-
ployees, as compared with 57 percent in com-
panies with 500 to 999 empioyees {see chart at
bottom left).

Nor was there a greater range ot ditterence
between various types of companies. Financial in-
stitutions led the list with 57 percent repicsenta-
tion but, at the bottom, 43 percent of manu-
facturing firms also provided figures, as the chart
below shows.

Percent

0 20 40 60
Namber o

Type Compames

All Comparn.es 301 L ]
Manufacturing 11 { .
Transportation, ”
Communications. (
Utddies  |5Y AN

Wholesale
and Retail 23

Financial and
Insurance (9]

—

\
\

Other 29

What Are They?

Fhe direct expenditures described in this report are
only part o the torad cost of emplovee education and
training. which also includes wages and saliies paid to
learning workers hetore they reach normative levels of
productivity: time that other employees devote 1o in-
structing and integrating them into the work ot the firm;
diversion of upervisors from work-expediting tasks;
wear and tear of equipment: higher accident or reject
ratest and other interferences with optimum  pro-
ductivity. One corporate giant estimates that 70 o 90
percent o ity costs are in the wages and salaries of
trainees.

These costs are. of course. extremely ditficule to
break out from Libor, cost of goods. deprecianon and
other costs. Marcover, some portions ol them are invest-

ments - moneys spent with the expectation that they

N

Aruitoxt provided by Eic:

will enhance the efficiency and productivity of the tirm
and vield a profit. At least one economist hus suggested
that whether training iy an investment or an expense
depends only on whether emplovees remain with the
firm long enough 1o produce benefits greater than the
cost of their training. When they do, company expendi-
tures become investments.

Attemipts are. in fuct, being made o apply “hunian
resources accounting™ inindustry that is. to discon-
tinue the standard accounting practice of ireating all
education and training costs as operating expenses and.
instead, to introduce them, as appropriate, into the
capital budget. Willium C. Pvle. who was responsible for
organizing and directing the  development of the first
stch swstem inindustry (with the R.G. Barry Corpora-
ton of Columbus. Uhio). argues that companies are
penalized i several wavs for their assumption that all
cducation-training beaetits are short tern.

SCOPE 19

ST



O

ERIC

Aruitoxt provided by Eic:

Effects of Recession

The 1874-1975 business recession, a test of the
sensitivity of employee education and training
programs to economic conditions, was accom-
panied by cutbacks in expenditures per employee
in about a quarter of all companies, growth in an
equal number, and no change in the balance.

Expenditures per Employee
All Companies = 100%

'
a Substantally reduced
or eliminated

b Moderately or
shghtly reduced

C About the same

d Moderately or
shghtly increased

e Substantially
increased or started

Underlying this overall balance of increases and
decreases were shifts among program components
— increases for internal programs and tuition aid,
and reductions in other outside programs;
increases in management-supervisory course areas;
decreases in basic remedial; and a near standoff in
functional-technical and other subject areas (see
table).

Several of the companies reporting reductions
in per employee expenditures said that these had
been achieved without impairment of the scope or
effectiveness of their programs — that is, that the
recession had spurred them to greater efficiency. A
utility reports, for example, that "'the difference
is only in when courses are given. Until last year

most of our courses, both managerial and
technical, were offered during the working day.
Now all are in the evening.’” A large manufacturer
found that: ’It’s less expensive and more cost
effective for two or three general oifice staff
memburs to go to field locations to conduct
training than it is to send 10 or 20 individuals into
our general offices."”

More often, however, reductions in spending
reflected reductions in need, brought on princi-
pally by a slowing in staff changes. Such a slowing
may occur during recessionary periods because of
reductions in overall company employment levels
or rates of growth, and’or reductions in employee
turnover. Thus, fewer new employees need to be
trained, and fewer present employees need to be
prepared for new duties.

In other cases, expenditure reductions were
attributed by surveyed executives to lower
employee participation in tuition-aid programs.
One thought this was because exempt employees
in his company were required to work longer
hours and had less time for study, while
nonexempt employees were working shorter hours
and had less money to pay their share of tuition
costs. Another noted that work-force reductions in
his firm were greatest among younger salaried
employees, the most “education prone’’ group.

Finally, and perhaps most commonly, some
companies themselves effected a lowering of
enrollments through more stringent criteria of job
relatedness or simply, as one executive described
it, “by the administrative route of lowering the
executive program’s profile.”

“Human resources are not reflected in the firms
capital budget. In contrast to the physical plant and
cquipment, it is therefore more difficult for the manager
to justify funds for building huntan assels since these
expenditures are currently charged against revenue in
one year. ... Conventional accounting practice actually
overstates operating expenses and understates profit-
ability.

* * *

“The degree to which human capabilities are being
maintained cannot be assessed in financial terms. .. h
iy difficult to plan for the orderly replacement of un-
measured assets. Conventional accounting practice

20 THE CONFERENCE BOARD

understates operating expenses and overstates net in-
come,”

* * *

“Itis also difficult to determine how well human
assets are bejng utilized in various projects. One of the
most commonly employed mneasures of overall efficiency
is the return generated on invested capital (RO, How-
ever, investments in human resources are not included in
ROI catcutations for evaluating current or future pro-

) w9
jeots.”

9 e . R N
William ¢, Pyle, *Monitoring . Human  Resotrces
on-Line," Michigan Business Review, July. 1970,

'.)[;
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Some companies said that there was no reason
for the recession to have affected their education
spending since it had not affected their business. A
few reported that inflation of tuition costs was the
only reason for expenditure increases. But the
most common explanation for unchanged or
increased expenditures had to do with the growing
importance of educatien-training in the company.
A utility reported: “"Qur management considers
training a need — not a luxury — and believes that
in times of stress, training can be more meaningful
and profitable than at others.”” A textile maker
noted that it is following a "long-range plan that

was not suspended even though profits decreased
over the past 12 months.” A petroleum company
responded: "‘Training is a critical factor in our
long-range organization development plans and we
cannot afford to pare back expenditures.’”” A bank
commented: “We are increasing our activity in this
area so as to have an impact on efficiency and
productivity.” From another bank: “Qur training
and development function is just emerging, and
therefore our costs and numbers of participants
are growing each year.”” Several firms said that
affirmative action programs were an important
nart of their training activity and could not be cut.

Effects of 1974-1975 Recession on per Employee Expendi- :es
Type of Program
Company
Trend Tuition-aid Other Qutside {Internal)
Reduced or eliminated . . ... ... .. ... .. ... ... . .. .. 13% 36% 26%
Aboutthesame . .. . ... ..... ... ... . ... .. ... ... 64 45 40
Increased or started . . .. ... ... ... ... ... 23 19 34
All companies . ... .. ... 100, 100% 100%
Subject Area
Managerial and Functional and Basic
Trend Supervisory Technical Remedial Other
Reduced or eliminated . . . .... .. .. .. . .. 219% 24% 28% 19%
Aboutthesame . ........... ... .. ... .49 61 59
Increased orstarted . . . .. ... ... ... .. ... 27 1M 22
All companies .. ........ ... .. . ... 100% 100% 100% 100%
Who 'paysy of it are saved some training costs. Human capital

O

The idea that investments in - education-
training are expected o pay ot in enhanced employee

competencies. or increased “Chuman capital.,” has im-

company

pheations for the second question: How much ot the
total cost of the edncation and training that occurs at
the workplace s “paid for™ hy business? If employees
leave a fiem betore the investing company breaks even
on s costs and take their recently acguired skills else-
where. the company has incurred a net expense. In

cither event. the emplovees have increased their stock ot

human caprtal. and new employvers who take advantage

RIC

Aruitoxt provided by Eic:

theory, however. reasons that this saving will be urtset
by higher pay  that vained  employces  will
command  a return to them on the human capital they
acquired in their previous jobs. Tt has been argued that at
least part of this acquisition has been paid for hy the

these

worker through “*foregone carnings”™ 4 saririce of
higher carnings obtainable clsewhere in exchange for the
lcarning opportunity
cttect, been the investor.
Jacob Mincer, of Columbia Universiy and  the
National Bureau of Liconomic Research, has Lpplied the

and that the emplovee has. in
previousts wn approach

calculus of foregone carnings
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Relationship Between R and D, and Education-Training, Expenditures

Companies that spend heavily for research and developn ~nt are apt to employ more professionals than other
firms, to utilize proprietary processes to a greater degree, «nd to require more frequent accommodation of
manufacturing, sales and management processes to new methods and technologies. Such firms, therefore, might be
expected to spend more on employee education and training, a conjecture that gets qualified support from the
present study.

in its issue of June 28, 1976, Business Week published an analysis of the R and D spending of 730 companies,
based on so called 10-K statements — reports filed annually with the Securities and Exchange Commission under
recently standardized accounting systems. Forty-nine of these companies were among the firms in the Conference
Board's study that provided dollar figures on their education and training.expenditures — 45 of them manufacturing
firms.

As the table shows, mean education-traming expenditures were highest among companies in the top R and D
category, the two kinds of spending then diminishing together. Similarly, the highest R and D category included the
con:pany that spent the most on education-training, while the top spender in each subsequent R and D category was
higher than in the one below it. (The coefficient of correlation between the two variables was +.23.)

Relationship Between Education-Training and R and D Expenditures
Per Employee Expenditures

for Education and Training Number of

Per Ermployee E xpenditures for Research and Development Mean Range Companies
Over 2,000 ... ... ... . S168° $19-$800 6
S1,000 ~ 1,999 . .. ... 52 tt 281 11
500 — 999 . .. ... 35 3 - 1564 9
260 - 499 .. 18 3- 68 11
Under S250 . .. . ... ., 19 - 61 12

*Mean s $42 Ahen top spendong cOomipany s elinnnated
®cLess than $0.90.

estimating the vield on investments in schooling 1o A tinal point that 1y wrgoed on the subject of who .

industry, arguing as tollows: “Under compentitve con-
ditonsall of the firm’s costs will be chuarged 10 the
worker it the training increases his tuture productivity in
other firms as much as in the tirm in which he is
irining. Some traction of costs will not be charged 1o
the worker it the training contains clements of specitic-
ity that ol e anereases the worker's future pro-

ductiviny mthe firm more than in other finns. '

pavs is that however employer and emplovees may share
it education and training is an cconomic vost that must
be reflected in the price of goods and services. In this
view, while a mix ot opportunity and burden may fall
unequally among companies and among employees. it is
the public that pays.

I”J..cnh Muncer, Own the Tolby Trannng: Costs, Returns, and
some Imphcanons” dowrnal o Political Feonomy, October,
MO0 Uang aneenions, but controversial. methads and assumnp
Hons, Mincer calealated That the apporiunity cost of workers in
the Unpted States i 1985 was 16,3 bithon, and that “costs
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barpe by tirms™ might total several mlhon dollars, The siem of
these two caleulations ustally adjusted to retlect presumed
growth  and intlation has been g sowece and basis tor
nuerous pubbshed estimates of mdastey easpenditnres™ Tar
cducabion and troming during recent senrs.



O

ERIC

Aruitoxt provided by Eic:

Chapter 3
Staffing and Organization

COMI’LETE RESPONSIBILITY  for emplovee edu-
cation and training is rarely vested in a single depart-
ment in large. multi-unit firms. and frequently not
even in smatler ones. Rather, it tends 1o be shared by
personnel in corporate and  line  departments  who
operate more or less independently of cach other. A
majority of companies. moreover. have no cmployees
who devate all or most of their time to education and
training duties. In those that do. these duties are
usually shared wi s employvees who have other primary
responsibilities.

How to combine effectively the services of full-time
educators and trainers with those of line managers and
other specialists, and  to achieve g proper  bajance
between centralization and decentralization. top-level
control and managerial accountability. economies of

scale and particular local needs. are the nujor issues of

statfing and organization.

Specialized Staff

The Board’s study projects the total number of
persons with full-time education. training or “develop-
ment™ responsibilities in companies with 500 or more
employees at about 45.000. They are concentrated dis-
proportionately in a relatively small number of firms. In
fact. while almost all firms sponsor or support some form
of employee education. and three-quarters  provide
courses in-house. only two in five (42 pereent) assign
anyone to full-time duties in this area. (Even a sizable
proportion 37 percent  of compunies that provide
in-house courses both during and after working hours
employ no full-time education-training specialists. )

The proportion of companies having a corporate-evel
department with companywide responsibilities is as
small (36 percent). Thus. in most firms. all education

and training functions are performed by employees who
have other primary duties
tion with. and placing heavy reliance on. outside con-
sultants and suppliers.

The presence of specialists is related markedly to
company sice, In fact, about 70 percent of them work in
the approximately 050 firms with 10.000 or mose
employees. All but a handful of the largest firms, and
most of those with 2.500 or more employees. report
their presence: It is only in the smullest companies,
those with fewer than 1.000 emplovees. that they are
uncommeon. But among larger and smaller companies
employing any, the survey found no consistent differ-
ence in the ratio of full-time educators and trainers to
total emiployees (see Table 3-1).

Employees with full-time responsibilities tor educa-
tion and training are much more prevalent in financial
institutions and in the transportation-communications-
utilities group thanin other kinds of businesses  and
there are more of them relative to togal employment (sce
Table 3.2, Between them. these two industry categories
account for 56 percent of all industry’s full-time educa-
tion-training employees  though for only 22 percent of
allits crployees.'

In most (85 percent) of the companies that have
full-time education or training personnel. at least some
of these employees are present within a corporate-level
education, training or human resources department.
About a quarter (27 percent) employ such specialists in
other corporate-level departments  notably sales and
data  processing and  two-fitths (41 percent) in

though usually in associa-

I()l' 32 companies in the 500-999 emplovee class that re-
ported full-time education-training employees, 30 were in one of
these two industey categories.
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[y

Table 3.1: Full-time Education-Training-Developn:ent Employees, by Company Size

Number per 1,000 Employeces Share of All

Percent of Companies In Companies In Al Education-Training-
Company Size with any with any Companies Developrnent Employees
10,000 employees and over . . ... 957% 1.7 1.6 70%
5000 --9999 ... .. ... . ... ..., 77 24 1.8 14
2500 -4999 ... .. ... . 63 1.7 1.1 8
1,000 ~2,499 ... .. ... ... ... 44 17 0.7 6
500 - 999 ... ... ... ..., 16 2.8 04 2
Alt compames ... ... L 42% 1.8 1.4 100%

Table 3.2: Full-time Education-Training-Development Employees, by Company Type

Number per 1,000 Employees Share of All

Percent of Companies In Companies In All Education-Training

Company Type with any with any Companies Development €mployees
Manutfacturing ... ... oL L 30% 1.2 0.4 38%
Transportation, Communications, Utilities . 75 3.9 29 29
Wholesale and Retat ................. 33 0.7 0.2 2
Financial and Insurance . .............. 78 3.8 3.0 27
Other. . ... 34 2.2 0.7 4

All companies .. ... ... .. .. ... .. T42%, 1.8 1.4 100%

Table 3.3: Location of Full-time Education-Training Employees in Corporate Organization

Corporate Level Departments
Education, Training

Divisional, Plant
or Other Operating

or Human Resource OrherI Units
Company Size On/y: Also” rora/T Only Also Total Only Also Total
10,000 employees and over .. .. ... .. .. ... ... 18% 73% 919, 1% 399, 407 %. 619, £6%
5000 -9999 .. ... ... ... N 66 97 .- 38 33 3 40 43
2500-4999 ... ... ... .. P 38 46 24 2 30 32 14 30 44
1,000 2499 ... 56 30 86 6 12 18 8 24 32
500 - 999 ... 55 13 68 10 1M pal 23 4 27
Al Companies Having Any Full-time Education-
Traiming Employees ... 42 43 85 4 23 27 10 31 41
Company Type
Manufacturing ... .o, oL L 26 56 82 3 20 23 14 50 64
Transportation, Cornmunications, Unihities . . . . . | 32 48 80 5 33 33 14 37 51
Wholesale and Retal ., .00 00 L 64 14 78 - 6 6 22 12 34
Financial and Insurance . ... L. 51 42 93 7 33 40 14 14
Other L 72 19 89 5 13 18 4 g9 13
All Companies Having Any Full-time Education-
Traming Employees 00000 L 42 43 85 4 23 27 10 3N 41
I"Orher" corporate level departments are those that train for their particular tunctions - Sales Departments, for example, Data

Processing, Finance, and so on.

R
“The "Only’’ column shows the percent of companies in which full-tilne employees were within the designated locations but nowhere
else "Also’ shows the percent in which such employees were present hoth in the designated location and elsewhare.
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divisional. plant or other operating wits. More often
than not. full-time specialists are at only one place in the
company. and in two out of three instances this is a
corporate-level education,
department (see Table 3.3).

training or human resources

Company Teachers

While 42 percent of the firms in this survey employ
full-time education-training personnel. only 17 percent

-have employees who devote all or most of their tine to

teaching. Again. such employees are found dlspropnr-
tonately in the larger firms,

By Company Size
Percent
0 10 20
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or More

.- and in the financial and transportation-communica-
tons-utilities group:

By Company Type
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Increasing Professionalism

As the volume and variety
panded, so too have
in them

of programs have ex-
the numbers of employees engaged
increasingly in such specialized functions us
program  development. teaching. sdministration. educa-
tional “The corporate
observes a plastics and chemical firm

technology.  and  evaluation,

education field.”

30 40 50 60

executive. *not only retlects the learning explosion; but
is an instance of it. Starting with the Hawthorne studies.
there has been an increase in our under-
standing of motivation and behavior at the work place.
Programmed learning, and the staggering amount of in-

structional materials it has produced. are only one ex-

cnormous

ample ot its application. Education in industry  has
become a truly professional field.”
Education and training departments have in many

companies been reputed 1o be “dumping grounds™ tor
employees being shunted aside. “put out to pasture.” or
awaiting retirement reflecting. in the view of one
senior company officer, “our general inattention to this
costly and important function.” Today they are much
more often attracting career interest, and assignment to
them is used’increasingly as a “development experience”
(which. as one training director observes, “places in the
line people who understand and support our programs ™).

At the same time. there has been an infusion of
outside hires. with academic training or pro-
fessional experierce in education. others who have
career interest in the field and are deemed
suitably qualified often having degrees in industrial
relations. psychology or business administration.

But senior managers in large companies are quick 1o
concede that there is much room for improvement. A
study committee of a major national firm recently ex-
presed about its  company’s  training
activities in terms that. many executives elsewhere would
echo. Asserting,  first. that  training should utilize
“experienced and capable field people™ in order to be
“practical™ and “closely related to our day-to-day job.’
the report went on to recommend “a good sprinkling in
the staft’ mix of enough training professionals to assure
professional guidance for the entire program. provide
training for course developers and instructors. and give a
professional perspective to the entire progrant.” The
group called. in this connection. for the correction of
serious - deficiencies that there were no common
standards in the company for the selection und develop-
ment of its training personnel: that many of its present
trainers lacked special expertise in the field. had been
given no training. and were often assigned to duties for
which they had no competence.

some

evinced

conclusions

Organization

Differences in need. in the character of local educa-
tion and training resources, and in the many tactors that
determine relative cost efficiency. nuake for endless
variations among companies in the place. as well as the
numbers. of these full-time specialists in the organiza-
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tions. Tt is no less common. for example. for companies
to have two or more training departments as to have
one. while  both reporting lines, and relationships
between such  anits. vary considerably. Nevertheless.
certain patterns can be identitied.

Central Departments

The Bouard's study found that hetter than one out of
three companies (X3 percent of those that employ any
full-time education-trainis ¢ personnel) have a department
that carries out some ki d of corporatewide education-
training activities. usually within the personnel or “uman
resources department. In halt of these firms sach u
central department was the only place in which there
were full-time specialists (see Table 3.3).

Central training departments are sometimes respon-
sible tor all in-house programs. “All operating divisions
are our clients,”™ says a wtilities executive. “and we train
for their needs and o their standards.” More usiilly,
however. they perform one or more of several functions.

One is to provide programs and courses in “ueneric”
subject areas  those in which there is 4 corporatewide.
or at least some interdepartmental, need. This almost
alwavs includes. and often consists of, managenient
development courses.

A function of some central departments
ally the only one

occasion-
is 1o assist oiler departments and
training units in their programs. Such assistance nuy be

i connection with any of the specific functions of

program development needs determination, selection
of appropriate resotlrees. course development, wie of
educational technologies evaluation. As education and
training activities expand. corporate departments may
also become more active in coordinating, central intor-
mation. and even standard-setting, functions.

A third responsibility is also assigned 1o central
corporate education and training departments in some
fioms  providing skills and. occasionally. basic remedial
programs for the clerical. secretarial and other non-
exempt employees who work within, or close 1o, the
firm’s headquarters offices.

In some companies. there are two or more central
corporate groups. Where this is the case. one is typically
charged with “management development.” another with
“training™ that is. with professional, technical and
skills development. Both are likely to be within the
personnel departiment,

Other Corporate-level Departments

While central units within corporate personnel are ur
more usual, corporate-level training units may also bhe
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present within other functional departiments to serve
their own personnel. 1t is common. for example. for
sales or data-processing units o manmage and conduc:
programs for their own employees quite independently
ot other education and training activities within the
firm.? Such units may also conduct courses for other
company  personnel computer applications  for
managers or professionals. for example. In 4 small pro-
portion of tirms, thev-are the only tull-time education-
training specialists. 27 percent of companies with any
full-rime education-training personnel. one or more of
them ure tocated within these corporate departments
that train for their particular tunctions.

Operating-level Units

Forty-one percent of companies. ten percent ex-
clusively, have fult-time specialists at divisions. plants or
other operating units — laboratories, service shops. re-
search centers. and so on. At divisional or group levels in
the largest finms, the whole corporate scheme may be
replicated in winfature  a training department serving
all the facilities. operating units. and staff components
that comprise the division or group,

Other Resources for In-house Programs

In companies that do not emiploy any full-time educa-
tion and training  specialists, in-house  programs  are
assigned to emplovees who have otlier primary  duties
and to outside institutions and consultants. In those that
do have their own full-time specialists, such resources
almost invariably sapplement the gctivities of the staff
specialists. A myriad of consultants and private organiza-
tions, the latter including 4 number of the nation's
targest corporations, market programmed courses for
selfstudy  and others for administration by company
personnet or by the contracting firm itself  some with
and some without- audiovisual aids. and each tailored
more.less  or notatall o individual company needs.

*“Developing your own modules and courses can be
extreruely expensive.” savs the training head of a mid-
west chemiculs firm, “so we take advantage ot the
materials we can buy from companies like Xerox. GL,
and Hooker Chemicul. and in thae way really share the
development costs with them. Such large companies also

:.\'rr;ucgw\ for truining FDP personnet are discussed by
KNenneth I, Garrson, Viee  President,  Pacific Muatual 1 ife
Istrance Company.  in Senior Management and the Data
Processing Function,  od. by Stantey ). PoRempner  and
Rochelle OConnor, The Conference Board, 1970, Report No.
IRIIN
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Which Budget?

Where training departments serve an entire
company or division, or even a number of depart-
ments, budgeting and cost-accounting arrange-
ments have serious operational implications, many
executives believe. Two basic approaches are
used. In one, the training department has its own
budget; in the ‘other, it meeic its costs through
““charge-backs’* to users. Each has its protagonists.

Some argue that the first approach encourages
employee participation in needed training, while
the second raises a subtle barrier. It is often easier
for a supervisor to live with a problem, says one
training director, than to explain it and persuade
higher management to pay for the training.

Others think the first approach encourages un-
necessary training, and that the second stimulates
more serious thought by line management as to
whether particular courses meet their needs and,
by extension, to how well the curriculum as a
whole does. Therefore, it encourages more involve-
ment by supervisors and managers in the planning
process. The rejoinder, of course, is that there are
other ways to achieve this. And so the argument
goes,

have the statfing depth and expertise to do a better job
than we could.™ One training director savs: “We try to
avoid the  package  syndrome. but courses are so
abundant in subject areas like sales that it would be
wastetul for us not to use one  or at least 1o adapt it.”
Asks another: "Why reinvent the wheel?™

A like attitude applies to consultants. The lraining
director of a company with a particulurly ke and
sophisticated program says that “consulting services have
been extremely helpful. in our experience. The best ones
are those that help vou deal with problems that are
essentially within your competence.”

Similarly, companies with professional education and
training personnel usually make extensive use of their
own specialists and munagers (o develop course material
and conduct classes and being called upon to do so is
often regarded as a prestigious form of recognition. Far
example. .,

*At the St Regis Paper Company. 1 four-person
Corporate Development Statt allocates about 25 percent
ol its time to coordinating over 3,000 days of develop-
ment and education programs for about 700 nunagers
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each vear. More than half the sessions are conducted by
some 150 managers from sales, marketing. manufactur-
ing and finance. All are provided instructor training and
given audiovisual and other material by the corporate
instructors.

* At Anderson-Clayton, an official reports: "It is not
unusual to find o division president or controller con-

ducting courses™

though often with some assistance
lrom the training department in the organization and
presentation of the material,

*At Cooper Tire & Rubber Company. the training
director has prepared o muanagement course several
sesstons of which he teaches himselt, while others are
conducted by the heads of key  departments and
divisions, including one by the Chairman of the Bouard.

°At the corporate statt of General Electric. 4 com-
pany official estimates, there are about 20 educational
professionals who spend about halt their time teaching
(principally nontechnicul courses in management and
human relations), and the balance in consultation.
course development, and administration. Virtually all of
the instruction in professional and technical areas is by
employees having other prinary duties.

Organizational Trends

Emphasis on the principle managerial accountability
and responsibility tor education and training is growing
m industry. “Employee development is now recognized
nour company as no less a responsibility of individual
managers than productivity or accident rates,” conr-
ments one executive. Many compunies. accordingly | are
enlarging the role and responsibility of lower echelon
units. .

[n part, this reflects awareness that a great amount,
perhaps most, learning takes place on the Job,and can be
accomplished economically and efficiently to the degree
that supervisors, who are most intintately familiar with
the requirements of the job and with the capabilities of
employees, and who are in the closest and most natural
tutoria! relationship to them, are encouraged or required
to plan for such training and are equipped with the
proper skills. With their possession of these skills. more-
over. training that was once conducted in the classroom
can aften move to the job site. "We are placing 4 new
cmphasis.”” savs one executive, *“‘on j()l);l);nscd' methods
of learning. in support of our policy of line responsi-
hility for training.”

Decentralization is also inherent in a trend toward the
coordination and integration or on- and off-the-job learn-
ing in the mterest of efficiency and individualization,
“The notion of learning as separate from working s
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shifting in our business: Learning and doing are seen
more as @ continuous blend or process.” says one execu-
tive. “There is a trend in our company toward a com-
plete systems approach that combines classroom training
with on-the-job training,” comments another.

Finally, greater involvement of line muanagers in the
effons ot education-training specialists from task
analysis and the determination of needs to course
development and the evaluation of results  is being
encouraged and sought in many firms as critical to the
effort to wilor programs to needs. Senior executives say
that they are striving to “incorporate the skill and ex-
perience” of field people into the training process. to
“get more feedback from the departments in reference
to the efficiency of the training and more involvement in
determining what it should be.” and so on.,

Some conipanies, to achieve the best of both worlds.
are decentralizing certain traning activities. but creating
or strengthening control and standard-setting functions
in w central department. One leading corporation. tor
example. is pursuing plans to assign to an organizi-
tionally “neutral™ training department a “major voice™
in determining where responsibility should rest for par-
ticular programs and employee populations. Others are
stressing the use of a central corps of professionals to
strengthen the capabilities of line and statf departments.

Organizational Chanée at a Bank

One large urban bank is nearing the end « i a carefully
planned evolution of a kind that is occurring in some
measure more widely. Some years ago the bank created a
Human Resources Department with two divisions. One,
Employee Relations, incorporates such functions ot the
now-defunct Personnel Department us 1ecruitment and
placenient, comnpensation, benetits and lubor relations,
The second. in a role that was new to the company. is
responsible tor manpower and organization  develop-
ment.

A variety of education and training activities, which
had previously been conducted and administered by a
unit of the Personnel Department with what had come
to be regarded as ill-detined objectives, were now viewed
as properly assignab’e to one of these two divisions.
Thus, two separate and distinet programs were evolved.
and coexist now. distinguished as “education™ and
“training,”

“Education™ is conceived as an employee benefit, and

justified by the criteria ot employee satisfaction and of

management’s goals for employee weltare and prrsona!
development. “There is no expectation.” says u senior
vice president, “that an employee who takes pait in this
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program will do a better job becuuse of it The second
program ix designed 1o serve the organization develop-
ment purposes of the corporation
investment. as this ofticer puts it,

“to pay oft as an

Education Plan

The employee benefits program inchides several com-
ponents that together comprise what is known as the
Education Plan. This plan, consistently with its ratio-
nale. is the responsibility of the bank’s employee rela-
tions ofticer and his staff. 1t has three nujor component
parts.

(1) Tuition retunds and educetion loans: The plan
provides for 100 percent tuition refund for full-time
employees and 50 percent tuition refund tor puart-time
employees for approved courses, = general, courses are
approved it they meet one of three criteria. The first is
that they be job related. The second is that they he
related to the employee’s career goal in the Lank, ““The
only criterion that should be used is whether or not the
cmployee has reasonable cxpcclutidn fer attaining the
goal.™ says the bank’s Lducation Plan prospectus. Finat-
ly. any courses relating to the attainment of a business
degree are acceptable under the plan, or any communica-
tions or Enghsh courses ~“whose subject matter directly
telates to public speaking or composition.™ Even these
broad limiwations are waived for *“‘the exemplary em-
ployee.” who may get approval for courses taken toward
a degree or certificate program,

(2) Education  programs: By  arrangement  with
various universities and colleges. the bank offers aduht
education courses on its premises, but during oft-hours.
These range from a business to a liberal arts curriculum,
and also include an MBA programi, courses in English as
a second language. and a high-school equivalency pro-
grant. All are approved under the tuition refund plan.

(3) Education counseling: The Emiplovee Relations
staft provides special counseling 1o employees on a wide
variety of muatters - college credit for life experience;
scholurships availuble for employees and other famity
members, coreer counseling: retirement preparation; and
a special program for deaf employees.

Training Program

If payoft in operational efficiency is & welcome but
unnecessary and unexpected by-product of the Educa-
tion Plan. it is seen as the sole justification for the
training program. “Our approach.” says the company’s
top hunuan resources executive. *is that the burden of
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proof is on the training activity: 1t has to disprove the
hypothesis that the bottom line of the balance sheet
would really look better without it.”

One of the means by which management has sought
both to eliminate unnecessary training and to assure that
what training is undertaken is as relevant to function as
possible. has been 1o shift more and more of the re-
sponsibility for its planning, conduct and funding trom o
corporate training department to the various tunctional
units. More particularly, the goal has been established

that all training for  departmentspecific skills and

knowledge be the responsibility of the departinents in-
volved. The aim is to integrate responsibility for training
and development with that for performance and, as
formally stated. “te expund coverage and 1o foster a
commitment within our user arcas by building up their
capability 1o participate in the training effort.” This new
direction has been viewed as a trade-off of “tight quality
control™ for gxpanded “impact of training throughout
the organization.™

Corporate Training Department

To meke_this principte work. a new conception wis
also ne d ol the role of the Corporate fraining De-
partiic This group has been assigned. . .

(1) A “strategic role™  helpiang the fine departmeits
1o develop the skills they must acquire or improve in
order to carry out their training responsibilities. Two
units within the Corporate Training Department devote
most of their attention to this role. One of these is a
Program Development unit. As its name supgests., this
unit. works with line-department personnel to identity
and in
doing so to enhance their ability 10 act mdependently.

training needs and design responsive programs

The second isan Assessment unit. which petonns similar
roles with respect o evaluating program outcontes. The
Cstrategie role’ has long-run as well as short-run implica-
tinns: The Corporate Training Department will continue
to serve as the company’s professional center  innovat-
ing methods, keeping abreast of “developments. and
transmitting them to the line. )

{2y Responsibility tor providing “zeneric programs™

courses that meet needs cominon to several depart-
ments, or even companywide needs. Sull another Cor-
porate Traming Departinent unit, Administration, is
responsible for determining the generic course curricu-
lum and for carrving through all of its phases but
development and assessment. The generic program in-
cludes a core of courses that are repeated each vear (o
more often) and make up about half the total, and

others for which need is less continuous, Last year this
program included courses for manogers and supervisors
in connection with affinnative action, budgeting. salary
adininistration. compensation policy. and performance
uppruisul: and for appropriate employees in such broadly
applicable  subjects as accounting and  hookkeeping.
secretarial skills. and interpersonal relations.

Increasing Line Capabilities

The new importance attached to manpower develop-
ment at the bank. along with the transter of responsi-
bility to the line, have combined to give new urgency 1o
the development of suitable conipetencies in the depart-
ments among trainers, some of whom had been pro-
moted 1o training roles with no background or prepara-
ton, and among managers as well,

Oue of the ways of doing so was quite direct
reassigminent. Nine trained members of the Corporate
Fraining Department statf were transterred over a period
of several vears to the line. On each occasion. expertise
became immediately available where needed most., while
the recruitment and training of replacements became the
tusk of the department best zble 10 do it

Two other Corporate Training Department activities,

‘both cousidered part of its generic program. were also

addressed to the need tor new and improved training
expertise in the liwe, One is a program to train in-
structors: the other o so-called workshop series o
enhance the abilities of trainers throughout the hank to
analyze needs and to design and evaluate responsive
programs,

Enhancing the competence of line rmanagers has. in
practice, meant coping with two prevalent limitations,
according to the bank’s human resources executives  an
underestimation of the potential benefits of soundly
planned formal training. and resistance to evaluation.

Both have been approached via intormal processes
achieved largely through planning meetings and  dis-

- cussions between tine munagers and Corporate Fraining

Bepartinent staffers, ““Some managers.” says the hank’s
training diregtor. “resisted the idea that skills cun be
learned more quickly and efficiently through formal
progratns than they themselves once picked them up
through expericnce. At the other extreme were managers
who sent employees to plaasiblesounding courses with
too little discrimination. Both had to learn the value of
being able to identity the specitic skills that a particular
employee needed. and of being able to develop programs
going directly to their fulfillment.”

Validation was a particular problem, savs this ¢xecu-
tive. I'or one thing, since training was often “a bone

-
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The Industrial Education-Training Market

Training Magazine's 1975 Buyer’s Guide lists
more than 600 firms that supply products and
services for the educational programs of U.S. busi-
ness. Many of them are divisions of major U.S.
corporations; others are large independents; and
stitl others, of course, smaller firms.

They offer a variety of software and services —
such as audio and video tapes and cassettes, slides,’
fiims and film strips, programmed instruction
materials, correspondence courses, and tests — as
well as production and consulting services. Pre-
recorded video cassettes and tapes alone are
offerced by no less than 73 companies — and deal '
with subjects that range from safety to real estate.

Hardware supplies include che gear and furnish-
ings of the traditional classroem (desks, takles,
stands, projectors) as well as study 'carrels’’ and
the more sophisticated additions of recent years
(cassette recorders and playbacks, video cameras,
optical multiflexors).

thrown to employees,”™ managers ressted the idea of
trying to measure its effectiveness. For another, they
often could not understand the plans tor evaluation that
were submitted by Corporate Trainizg  Department
statters. And. finally. these pluis were themselves up-
necessarily complex at timies, or inappropristely costly,

[}

~“The truth is.” he say¥ “that for a time our own

limitations created as many problems as teirs.” The
bank’s training director believes now th. i e erred at
st in emphasizing academic ang pre' conal creden-
tials 1o the neglect of practical ey crier. ¢ 1, building his
staffl, and “tended 1o over 'won it in technology.” Both
practices have changed in rec -+ 7 ears,

Contracts of Commitment

The relationship vetween the Corporate Training
Department and line usits has been claified through
formal  annual “‘contracts™ and, no less important,
chonges in the approach’ of-Corporate Tt ining Depart-
raent statfers that were undertaken to ove,conie an early
“credibility gap.”

The “contract of commitment™ is by no means a
binding agreement: but neither is it far short of cne
Barring “unforescen organizational or labor madt +t
changes™ that might “force some alteration™ as the yeu.
unfolds and except for changes that are .autually
agreed to at @ mid_\'czur review it spells out the services
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that the departments, individeally and collectively, can
cxpect the Corpurate Training Department to provide
These contracts are the result of specific requests for-
mally submitted by the varjous departments of the bunk.
cach then discussed by mentbers of the Corporate Train-
ing Department’s Program Development winit with the
requesting depariment. The kinds of, services so con-
tracted for range from developing, condticting  and
evaluating a course program to any of the component
parts of this process. The Corporate Training Department
may help in modifying a generic course to adapt more
particularly to the needs of the department: in planning
and analyzing  departmental needs: in assessment or
validation: in course design. instruction. administration;
and so on. The contract of commitment also describes
the generic programs that will be offered during the
coming year by the Corporate Training Deportment.

Other lllustrations

iR
()?i‘xcr organizational arrangenments among large tirms
are illustrated by the following examples.

American Airlines

American Airlines is organized into four divisions
Adminssteation, Marketing,  Operations. and Finance
cach headed by a senior vice president.

Adninistration ineledo. o training departivent that
has various corpor ewide responsibilities. These are tor
the developmen and  administration  of supervisory.
managerial programs: for train-the-trainer p.ograms: tor
other technical and course-development assistance to
training departments in other divisions particularly
marketingt and  for special developmental programs
conducted on a corporatewide basis for high-potential
emiployees  both managerial and nonmanagerial. This
departiient, however. conducts no  courses that are
specifically designed for. or fimited to. administration
division employees. '

The Markerting division has seven departments. two
with formal  training (;rg:mi/ulions. One of these s
Passenger Service. which runs a company Learning .
Center in Dallas-Fort Worth. where basic training is given
to new flight aiiendants (vesteryear's “stewardesses™)
and for specialists in Ground Passenger Services (reserva
tions. ticketing w d terminal services). Ahe second i
Field Sales urd ervices. responsible for all training
activities wartic ' onin the field. These include the sub-

seque L owplnyccs who have gone through
e L Joenter’s programe, as well as all training for |
.
-
&y
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Ramp Services and Freight Marketing personnel. In
larger cities, this field training activity may be a responsi-
bility of entire training staffs; in smaller ones.of a single
individual; and. in the smallest, of supervisors having
other primary duties.

Operations includes six departments, of which two -
Flight. and Muintenance and Engineering - have major
training organizations. The Flight department operates a
so-called  Flight Academy. consisting of a “ground”
school for preflying classroom instruction and flight
simulation, and a “flying”™ school in which training
moves to the aircraft. Mair- .. ~ce and Engineering is
responsible for technical t+ o+ for acquainting new
employees with the comp, . ecific equipment and
maintenance procedures, as well as for “upgrading and
updating.”

Finance has no formal training unit, although its
management employees take part in courses provided by

the Administration Department’s training group. One of

these courses, Instructor Training. is normally taken by
specialists who provide on-the-job training within the
Finance Department.

E. I. du Pont de Nemours and Company, Inc.

Du Pont is organized into eleven “industrial” depart-
ments, each manulacturing different product lines. In
addition, it has fourteen “‘auxiliary™ devartments that
operate in the corporste staft’ function. Each depart-
ment, whether “indugtrial™™ar “auxiliary.” is réspossible
for the training of its own emplovees. and cor bines
job-bused experience with formal instruction. Some
departiments have training and development sections
with full-time employees.

One of the auxiliary departnients, “Emplovee Relu-
tions.” includer a diviiion that counscls and advises all
the others in planning, organizing and administering
their respective training etforts.
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J.C. Penney

The roles of top management. tine and staff manage-
ment, and education-training specialists have recently
become formally structured at J.C. Penney. As applied
to the training of its managerial personnel, this national
retail organization’s systen works as follows.

A corporate plan sets basic rules and procedures.
Designed and overseen by a Management Development
Committee that is made up of the chairman of the
hoard, the president. the vice president for personnel,
and the executive vice president, the plan provides that
as managerial employees are being prepared to move up
from one of four levels. they must take certain
“company” courses that are considered to he essential
preparation for their new responsibilities.

Department heads must see to it that their personnel
do. in fact, take these courses. But they must also
develop their own plans  that is. initiate, conduct and
budget  for appropriate  educational  development
activities. The prioritics under which the various depart-
ments move into the program ire set by the Management
Development  Committee,  which  also
department’s plans befora they are put into effect.

reviews  cach

A professional training and development unit, known
as the Muanagement Development Division, plays two
essential roles. First, it provides and schedules the com-
pany courses  hoth those required by the Management
Development Committee for all emiployees who are
movig up to particular managerial levels, and a nnmber
ef electines that departments may incerporate into their
plans. It may d sign and conduct .hese courses itself or.
as has been more common, select them trom among the
offerings  of outside organizat: ‘us and  institutions.
Second, it provides staft suppoit to the department
heads in the development of their plans, assigning a
representative 1o cach in aecordance with the priorities
of the Management -Development Committee,
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Chagpter 4 - .
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Use of Resoﬁ'rces@utside the Company

g N
AN

E VEN T1HOSE FIRMS with highly develdped in-house
programs make use of vutside courses  courses. that is.
for which enrcllment is open 1o a wider puhﬂi\c than
employees of .. pariicular company. One of the armange-
ments by which this is done is the tuition-aid plan. unuc
which employees are reimbursed for all or part of the
costs of certain atter-hours study
nection with job or career-related courses.’ Employees
may also be assigned. encouraged or permitted-to take
outside courses company expense during working
hours  and even, on occasion, given extended educs-
tional leaves of absence.

After Hours: Tuition-aid Programs

Tuition-aid programs have two functions, as described
by one corporate educator interviewed in this study:
“First, to give the individual employee wore freedom o
pursue his own educational interests: and. second. to till
a vast area of educational and training purpnses that
companies  cannot  possibly encompass  within
educational structures.™

their

They are something of an anomaly in employer-
employee relations. While part of a firm’s employee-
development systemt, and invariably thought to con.
tribute to the system’s goals, the amount of their con-
tribution is not always considered to be commensurate
with their costs.

Many companies have, in fact, been encouraged to
adopt tuition-aid plans for much the sume reason they

have certain fringe benefits  soasbetier to compete in

Tin special circumstances, of course, emplovees ire some-
tmes allowed to leave work carly or otherwise take time olf (o
attend classes.
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the labor market and retain employees. In some com-
panies, tuitton  plans  are  admunistered by
“henefits™ departments or sections: in a small number,
bargained benefits are spelled out in fabor contracts.?
However, as one personnel officer put it. tuition-aid
“so fixed a feature of company
major

these

plans have
policy

hecome

thut any  sbrogation or reduction of

w employee rights ander them is. for all practical purposes.

\)\( luager a management prerogative.”

Prevalence

The Board's study found that tuition-aid programs
are virluul\»‘ omnipresent among all classes of companices
with 1.000 or Mmore employees (see Table 4.1). Even in
the 500-10-999" smployces category. they are present in
82 pereent of the f\u\n.s.

\\

2()ul\ 60 of 1,500 agreements analy zed by the US.
Departmient of Labor i its must recent (July 1, 19743) report on
Characteristics of Major (u//('run‘ Bargaining Agreements in-

cluded provisions relating to tuition aid. 'hese covered 862,000
workers,

Table 4.1: Prevalence of Tuition- ald Programs,
by Company Size h

N

N lercent with
Company Size Tuition-aid Programs

10,000 or more employees . .. .. .. . 97%\\
5000 -9,000 ................ 95 '\
2500--4999 . ... .. ........ .. ‘ 92
1,000 -2,499 ... .......... 94 '

500 - 999 ... ............. 82
Allcompames .. .. ... ... . ... 89°%
AT
A Ay
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Chart 4.1: Percent of Companies Having

Tuition-aid Programs

. 38

Transportation, 1
Communications, :
Utilities

Wholesale . .. :

,
and Retail N \
Finannic' and . o5 B
Ins. ce + " -

All Others

Moreover, wholesale and retail businesses were the
only industry category in which such programs were
not found in more than 9 out of 10 companies (see
Chart 4.1).

Expenditures

Companies with 500 o more employees spent about
SIS million  on twition-aid  reimbursement  in
19741975 the present study estimates.

Per employee. nearly three out of five firnms spent
S3.00 or less. A small group. however, spent tour times
that amount,

$0.01t$2.00. .. ... ... . .. .. . ... 29%
201to 5.00. ... ... ... ... . ... . ... .. 29
501t010.0C. .. ... ... ... .. ... ... 22
10.01t020.00. .. ... .. ... .. .. .. ... . 12
2001 andover . ... ... 8

Atl companies .. .. ... ... 100%

The median company expendituie per employ ce wis
S4.00.

Employee Participation

A 1970 Conterence Board study (see hovy shiowed
that the median rate ot emplesee particypation e the
duton-akd programs of compaities offermge them was
st under 4 percent. This fizme appears sull 1o be the
best and most cunrent avatlable, Relating 1t 1o the 1ind-
mgs of the present study vields the estimate that about
P25 mllon emplovees were enrolled i courses st
vew” under tmnon-and plins, (Foition-nd progrnns,

perhaps wnguely winone corporate education activities,

are not uncommon anong companics that employ fewer
than 500 workers, so that an industrywide total would
be appreciably higher than this estimate.)

Among the 155 companies that provided tigures for
llu, catlier study. employce participation rates ranged
from “tess than one percent 1o over twenty percent. Part
of this wide difference is due, of course, to the fact that
the plans lﬁu!ml\c.x vary, both in their eligibility re-
quirements andin their financial provisions. Moreover,
their  imprecise c'ril_criu “job-."" “company-"  or
“carcer-” relatedness ° -~ may be construed difterently
from one company to the next, and by different people

-or at different times - wnhm_tlu same firm.

But diverse participation rul;"s-;glso reflect, of course,
the resources of the community. and the character. in-
terests and motives of the work torcé. “Entitlements”
are tictitions when schools are inaceessible, and diminish
in attractiveness and value to the extent that they are
distant from employees” homes. do not otfer- desired
courses of studyv, or schedule classes at inconvenient
times. And they wre underutilized 1o the degree that
employees do not grasp the value of these programs 1o
themselves.

Improving Access

Various measures have been tken by companies 1o
wmeliorate such problems. One has been 1o bring the
school o the workplace. Many companies have found
that where there are enough employees. locul educa-
tional institutions consider worthwhile to send in-
structors to the plant or office to conduct clisses there.
American Telephone and Telegraph Company, tor ex-
ample, har worked out such arrangements with Pace
University. Middlesex Community College.
ickmson University - and

Fairleigh
Prew  Univensity. for it
General Departments personnel in the New York-New
Jersev areu.

Fach institution conducts different conrses and has
IS ownominimum
upward from 12 10 15,

class-size requirements,  ranging
A broad range of core courses is
aftered. “The accessibihty of the courses at 4 company
facility seems to encourage many emplovees to start or
continue then ettorts toward a degree.” savs M, W b
Putthle, Jr Supervisor of Corporate Education.  Lunch-
hour classes and classes starting immediately after work
Hours seent to overconmie nuny contnuting problems to
and from school as well as some child-care concerns.,
Faculty members have also found this 1o be 4 growth
experience. They Tave * und exposure to g completels
new emvitomment and a new cultire of students very
Many

stimmlating and  rewarding. e the experiences
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Tuition-aid Programs: Some Basics

\

A\
\
A report published by The Conference Board in

large companies. While benefits and é{igibility
criteria in some of these firms may now be more
liberal, this study continues to be a useful g\dee to
the provisions of tuition-aid programs, \ the
administrative practices that surround them, and
the judgments of companv officials as to their
vatue. Its main findings were:

Aims and results: Principal aims of tuition-aid
programs are to maintain and improve employees’
competencies, and to prepare them for other —
usually higher level — assignments. Virtually all
participants in the study believed that, in some
measure at least, these aims were being achieved.
Other benefits to the firm were also identified:
support for recruitment efforts; employee morale;
reduced turnover; help in identifying promotable
employees; community relations. But these
appraisals of benefit, reporting executiv -
emphasized, were based on impressions and
anecdotal evidence. ""We have never been able to
measure resutts in any meaningful way, but we feel
our plan is a good investment and a necessary part
of our benefit package,’ said one.

Acceptable courses: Stated standards for
acceptable courses vary considerably. Job related-
ness was a requirement in all but two firms. Some
firms required that job relatedness be in terms of
present jobs only, but more included "'next’’ or
“closest higher neighbor’ jobs, and a few “‘any
future” jobs. In each case, criteria varied as to how
direct the relationship had to be. A number
approved courses taken by employees in order to
prepare them for different kinds of jobs.

Monetary allowances: About half the com-
panies paid 100 percent of tuition costs, and most

" of the remainder either 50 or 75 percent. Fre-
quently, however, the portion paid varied with

1970 analyzed the tuition-aid programs of 200 .

grades, the degree to which courses were judged to
be job related, and course level {graduate, under-
graduate, secondary). Maximum limits were often
stipulated.

Eligibility: In five-sixths of the companies, all
employees were eligible to take courses under
tuition-aid programs. Some of the others restricted
them to salaried personnel, and a few to super-
visory or managerial categories.

Participation: Among 155 companies reporting
them, participation rates ranged about a median of
4 percent of eligible employees. It was over 10
percent in 17 of the firms. There is evidence that
participation skews very heavily tSward younger
employees.

Time off: Ahout one-quarter of the 200 com-
panies allowed some time off with pay for tuition-
aid study. But this privilege was reserved in most
cases for technical, professional or managerial
personnel who were taking degree courses not
available outside of regular hours, or for study in
which the company had a special business interest.

Summariziny trends, the report noted no
change during preceding years in the main
objective of tuition-aid plans: "“They are always
designed to promote the mutual welfare of the
participating employees and the sponsoring com-
panies.”” But ''some companies now allow certain
employees limited amounts of paid time to pursue
courses’’; or pay tuition-aid in advance ‘‘so that a
lack of ready funds will not prevent employees
from taking courses related to their jobs’; and
many have extended eligibility to wider employee
categories and have boosted plan allowances to
offset rising tuition costs. Some further change
along these lines, as well as growth in the number
of companies having tuition-aid plans since that
report was conducted, seems likely.

N\

shared by the students of the business world with their

campus students.”

If the employee, population s large enough, entire
degree curricula can he brought to it. At the Tektronix
Company’s Industrial Park in Portland. Oregon. three
degree progrims can bhe tyken after work from 4 o'clock
on. One iy a Bachelor of Seience degree in electrical or

N
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mechunical engineering trom the University of Portland;
another an M.B.A. from the same institution and the
third 4 Master of Science degree in electrical engineering
tfrom Oregon State University. In addition. some classes
are given at the company by Portland  Community
College as part of a General Equivaleney Certiticate
Program.
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The ““Uncommon’”’ Banking School

The American Institute of Banking (A1B) is an
educational division of the American Bankers
Assaciation, the nationa! organization of the bank-
ing industry. Calling itself “an uncommon school
without a campus,” AIB describes its aims so:

“The underlying purpose of the Institute is to
satisfy research-determined common needs of
banks for cooperative education and training
programs, activities and materials at the highest
possible levels of quality for the lowest possible
cost, without necessary or undesirable duplication.
Its underlying goal is excellence in job per-
formance by bank personne! as reflected through
improved knowledge, skills and attitudes; in-
creased effectiveness and efficiency, productivity
and professionalism; more competent bankers,
better banks, and full service to the public.”

Supported by a full-time staff in Washington,
about 15,000 volunteers across the country serve
as chapter officers and in a variety of other roles.
The national network of educational programs
that they manage also employs about 3,500
part-time instructors — most, officers or other
employees of banks, but including attorneys,
accountants, faculty members of high schools and

colleges, management consultants, and so on —
who, with a 30-member correspondence faculty,
make up AlB’s faculty.

Admission to AIB courses is open only to
“officers, directors and employees of banks or
other financial institutions that are memburs or
eligible for membership in the American Bankers
Association.” Nationwide, 150,000 took ad-
vantage of such eligibility in 1975. Ninety percent
or so participated through courses that were
provided under the auspices of local AlB chapters
— most of the rest through correspondence courses
and study groups.

The curriculum is made up of both nationally
and locally developed courses, grouped into five
major subject areas — foundations of banking,
banking functions, management and supervision,
language and communications, and miscetlaneous.
Credits — one of which requires at least 15 hours
of instruction in academic subjects and at least 30
in skills areas — may be earned toward various
fevels of AIB certificarion. These are Basic,
Standard, and Advanced — involving 15, 21, and
30 credits respectively of required and elected
subjects — and a general certificate that is based on
the accumulation of credits but has no required
courses.

A varant of the school-at-thecompany is the school

convenient to a number of companies. A consortium of

business firms and government agencies in Qukland.
California has made arrangements with five Bav Area
educational institations Tor a variety of undergraduate
and graduate college courses to be held atter work in
downtown facilities that are provided by several mem-
hers of the consortiuns. Ona far larger scale. the banking
industry has organized an mstitution o provide atter-
hours courses forits employees in communities through-
out the country (see hox).

Another way of getting around the inevitable limita-
tions of course availahilities in the community is through
cottespondence courses, Most companies include these
m their reimbursement plans  but selectively and as a
st resort. Courses taken by correspondence will be
offered onlv if there is no comparable course made avail-
able at other educational facilities in the vicinity.” savs
an education policy document of GE's Research and

Engineering Department. But they play an important
role for some companies — and an 18-course home study
program ol Cornell University serves the grocety super-
market industry.

Increasing Motivation

Availability is o necessany condition for eniployee
participation in after-hours courses. and accessibility a
desirable one. but neither is sufficient. A hanking exceu-
tive notes: “Unless employees grasp the relevance of the
program to themselves. and see how it can he turned
inte an opportunity, it will remain heyond the perimeter
of their awareness. In a psychological sense, 1t will be for
someone else’s benefit  not theirs.”

Company programs to aid emplovees in this respect
are sparse. UUnless an employee specifically requests
guidance, counseling usually consists of no maore than a
review  of uition-aid applications to make sure the
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Table 4.2: Prevaience of Qutside During-hours
Course Programs and Authorizations, by
Company Size and Type

Percent with

Company Size Programs
10,000 or more employees. . . .. .. .. ...... 90%
5000-9999 . ... ... .. ............ 83
2500 - 4999 . 79
1000-2499 . ... ... ... [T 77
500 - 999 . .. ... ... ... ... .. 66

Allcompanies .. ... ................ 74%
Company Type
Manutactuning . . .. .. .. L L 75%
Transportation, Communtwcations, Utdities . . . . 71
Wholesale and Retait . .. .. ... ... ... ... 51
Financal and Insurance ... . ... ... . ... .. 83
Other . .o 91

Allcomparies . . .. ... .. ... . ... .. .. 74%

applicants do not intend to pursue studies bevond their
potential or outside ¢ sphere ot company inierests.”
This wssessment. nade in the 1970 Conterence Boaid
reportstill appears to be valid,

“Manyv companies are paralyzed by ambivalence.”
one company educator says. “They talk about mutual
benetits, but they realls think there w ot much in it for
the business. One result is that cmplovees dre not en-
wowraged T take courses, Anothier, which may he even
fess excusables s that many emplovees ae taking the
wrong courses at the wrong places. Thev are not being
helped to ake advantage of the program wisehy.”

Others note that many emplovees are uncertain about
therr capabilities. about their career goals, and ahout the
cducationgl steps needed 1o atwin career gouls. One
tning director ashs. TWhy not use assessiient and
vupdance progiams to protect the company s ivestoient

i tattion ad and bryng oo g better tennm !

Tuition-aid Dilemma

A number ot executives interviewed i the course of
thiy study ceported  that appraisals of tninon-md pro-
sranns were under way at then firm, or were on their
tirm's agendas The tnton-aid progron in our company

and T osuspect in most companies.” savs an aidine
exectittive . Uis o haphasand attors We e 1o find wass
to ke 1 more mtegral part o our haman resource
dervelopment system ™

A Large public nuhiny, that s tiving o do qust this,
teports that 1t s easier said than done, crting this
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example: One provision of its plan is reimbursement for
costs of “company-related degree programs.™ But., as its
administrator puts it, “there seems to he no kind of
degree that doesn't in some way fit this description.”
During the past three years one in five employees who
completed either a bachelors or advanced degree under
the program was promoted afterward. Four out of five
vere not though their supervisors typically reported
that they were “doing a better job™ or had “shown
personal growth™  because jobs were not available for
them. Management is not sure this is a good cnough
return for the company'’s outlay particularly since
many of the employees who got their degrees do not
think it is a good enough result for theirs. Morcover, last
year 12 percent of the new degree winners quit.

“Are we better off or worse off for this program?™
the company is asking. “Can we. as a regulated industry.
justify it? Shot 't we. like some companies, require shat
employees repi ur costs if they leave within two vears
of completing the program?™

During-hours Programs

“A basic precept at our company is that if something
can he obtained from existing sources we don’t do it
ourselves.”™ one corporite education executive states,
While most managers would add an *“*other-things-being-
equal™ qualifier. it is a fuct that three-quarters (74 per-
cent) of the compunies surveved
ing by company size and tvpe

the proportion vary-
send some of their
employees 1o take courses or seminars at outside educa-
tion-training resources during working hours or other-
wise “in the tine of duty™ (see Table 4.2,

These are most hikely 10 be emplovees in manuge-
mentsupervisory and protessional-technical occupations,
and least likely 1o be those i the nonexempt hourly
class (see Chart 4.2,

The relative importance of cach of the outside re-
sotrrees that companies emplov tor ediucation and train-
ing is not known. An important role is, of course, plaved
by the colleges and universities. which often tailor
courses and programs 1o business needs. Certnly the
American Management Association. whose income from
managerial education programs in 19735 was $38 million,
Is 4 prominent resource. The Conterence Board. too,
conducts conferences and various courses and senunars
which we abo viewed us educationst and  tainine
expericnces tor middle and topdevel exeeutives. Pro-
feasional - organizations  as varied  as the Amencan
Chemical Society. the American Association of Petr -
leum Geologists, and the American tnstitute of Certitied
Public Accountants sponsor extensive educational pro-



O

ERIC

Aruitoxt provided by Eic:

oo [T

Chart 4.2: Percent of Companies in Which

Occupational Group Is Represented in
Outside, During-hours Courses
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grams to help members keep current and develop in their
fields.

A great deal of employvee education is also provided
through a variety of joint and cooperative arrangements
that have been developed by business sometines
exclusively for that purpose. Many ot the 3,000 or so
trade and business associations include education among
their functions. While this most often consists o the
dissemination of information by mail, it sometimes in-
cudes workshops, seminars and courses. The programs
of the banking and insurance industries. in each of which
conpanies share a body of common skills and knowl-
edge needs that are specific 1o the industry, are  the
most highly  developed imstanees (see page 35). Nor
is it unconuton tor insurance, utilities and other in-
dustries to conduct joint programs on a regional or
smaller areawide basis. often on the premises of a host
firm, for managenal. professional or technical education

Finally, there is o considerable amount ot inter-
company eduecation and training
forms of instruction

courses and other
tat are provided by business
firms to emplovees of other firms. In some instances
these courses are essentially g service provided in con-
nection with the sale or use of the company’s products
or servicess inothers they are marketed tor gain (see
Appendix A).

Educational Leaves

Virtually all education and wammy that takes
employees away tfrom their regular duties 15, m o literal
sense. pand leave ume, and many of the men and women

who are employed by farge US. firus will have accu-
mutated considerable amounts of such leave, in houss
and days of intermittent study, during the course of
their working lives. Formal company policy or special
arrangements may also make it possible for employees to
take extended educational leaves  absences that range
from a month or so to as long as two or three years.

Just under a tenth of the surveyed companies
reported  that they had authorized paid leaves or
sabbaticals of a month or longer in the past year. The
larger a company’s work foree, the greater was the likeli-
hood that one or more of its emplovees had gained such
authorization (see Table 4.3).

Table 4.3: Prevalence of Paid Educational Leave
Programs, by Company Size

Percent Authorizing Paid

Company Size Leaves in Past Year

10,000 or more employees . . ... ... 28%
5000-~9999% .............. .. 19
2500-4999 ...... ... ... .. 14
1,000 ~2,499 . ...... ... ... ... 7

500- 999 .............. .. 3
All companies . .. .., ... ... .. 9%

Financial and “other™ establishments were more like-
Iy than others 1o authorize any extended paid leaves:
wholesale and retail tirms least likely (see Table 4.4).

Table 4.4: Prevalence of Paid Educational Leave
Programs, by Company Type

Percent Authorizing Paid

Company Type Leaves in Past Year

Manufacturing .. .. ... .. ... .. 8%
Transpartation, Communications,

Utihties . . .. ... .. ... 7
Wholesale anc Retail . . .. .. . ... 3
Financial and Insurance . . . . ... 12
Other ... ... ... .. ........ 14

All companies . .. .... ... .. 9%

Extended  educational  leaves  offer  individual
employees. the opportunity to significantly advance or
alter the course of their careers.and the company to gain
signiticant new competencies, with relative speed. Such
leave entails a substantial educational investment by the
firn and tends theretore, to be infrequent. extended to
few emplovees, and prompted by unusual circumstance,
Thus, while many companies have adopted tommal,
written policies with 1espect 1o educational leaves
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establishing objective eligibility criteria - these usually
anticipate, too, that participants will be selected on the
basis of particular circumstances and individual merit.
Leaves “may™ be granted, one policy statement cau-
tiously notes, to “outstanding”™ employees who meet
various requirements. Kimberly Clark Corporation has
developed an increasingly renowned “educational oppor-
tunities plan™ that allots funds each year to employees’
accounts and allows up to two weeks of paid time off.
It has stimulated & manytold mcrease in emploves ai'ter-
hours study. Under this plan. grants of leave of more
than two weeks (and up to a year) with pay are provided
on a highly selective basis. No provision is made for
leaves without pay.

Paid leaves muy involve something less than full pay.
IBM has carried this principle close to its limit through
an unusual plan that keeps company costs low but offers
a level of support sufficient to have encouraged a good
many emplovees to take advantage of it. Under .1y
arrangement.  leaves are  granted  without pav: but
ciployvees retain certain benetits and some  seivice
credit, and are guaranteed reemplovment st the end of
the leave period. They pay their own tuition costs. Vary-
ing with economic conditions, the number ot empioyee:

38 THE CONFERENCE BOARD

taking such leaves annually has ranged from 100 to 700
(a total work force of about 153,000). More than four
out of five have returned to the company afterward.

Under more traditional IBM plans, paid leave is
viewed as a job assignment for selected employees. A
“residential study program.” in which there are about 50
cmpldyccs at any time, involves up to two years of full-
time study at 75 percent of salary  plus certain other
expenses; an “executive resource program’ provides for
eight to nine months of study at a management institute
of one of several leading universities,

Leaves are ofter authorized under special “fellow-
ship™ plans of corporations or corporate divisions rather
than under regular education. training or other operating
budgets. However funded. they are usually predicated on
some company benefit. This may be related to a specific
need  as when scientists are sent to gain expertise in a
new area of technology that a company plans to adopt
or to broader manpower-development goals. On the
othier hand, ore company recently awarded a six-month
fellowship leave with pay to a black woman in an un-
skilled job who had been trving for ten years to com-
plete a bachelors degree but had been prevented from
doing so by family responsibilities.



Chapter 5

After-hours Company Programs

WITH THEIR OWN after-hours courses, many com-
panies provide employees with what has been called a
“convenient opportunity™ for self-advancement and. at
the same time. reduce the need for more costly
during-hours courses. Curricula are apt to include com-
pany-specilic subjects and skills that cannot be taught
elsewhere. and areas in which community resources are
in “equate or do not attract enough emplovees. As
one company official put it: “The company knows it
can zet improved skills this way at much lower cost than
by providing them during the work day. Employees
know thir those who have completed certain courses on
tieir owa e gaie advantage in salary and promotion

Insoine us employer and employee interests in edu-
vation and tmaining are not fully congruent, after-hours
woinras hay overivp the “employee benefit™ edge to a
peCiier depies chan during-hours courses. A phone
comemapy ok citve, for example. regards her company’s
after-houey courses as, in large measure. a supplement to
thic tattion-aid programs twhich she calls “*a middle-class
benefit that presupposes a decent educational buse™)
one designed in large measure for high school dropouts
or others with limited educational attainment. However,
though similar to tuition-aid courses in that they are
taken by emplovees voluntarily and on their own time.
after-hours company courses can usually be more finely
tuned to the firm’s needs.

Prevalence and Participation

In a small group of companies. about one in twenty,
after-hours courses constitute the sole employee edu-
cation and training activity. Among the rest. they
supplement tuition-aid courses, other outside programs,
and company courses that are provided during working

hours. In all, two out of five (39 percent) firms provide
some after-hours courses. Projections of survey data
indicate that about 700.000 employees took part in
such formal, off-hours study programs in the “past
year™  or two percent of all employees.

Among companies with fewer than 1.000 employees,
only one in four offered any after-hours courses; among
larger firms the ratio was about one in two (see Table
S

Table 5.1: Prevalence of Company After-hours
Programs, by Company Size

Percent Providing

Company Size After-hours Courses

10,000 employees or over . ......... 56%
5000-9,999 .. ... .. .. ....... 51
2500-4999 . ... ... ... .. ..... 52
1,000-2499 . . ... ... ... ... .. 45

500— 999 ................. 25
All companies . .............. 39%

However, large firms are apt to have more than one
facility. and even il one of these has an after-hours
program the others may not. As a rule, the larger the
firm, the greater the fragmentation of its work force
so that, while the largest companies are most likely to
provide atter-hours courses somewhere, they are least
likely to have them available to all or most of their
emplovees (see Table 5.3, page 40).

After-hours courses are more prevalent among tinan-
cial institutions, the transportation-communication-
utilities group, and “others’ than among manufactur-
ing and wholesaling and retailing companies (see Table
5.2).
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Table 5.2: Prevalence of Company After-hours
Programs, by Company Type

Percent Providing

Company Type After-hours Courses

Manufacturing ... ... .. ... 36%
Transportation, Communications,

Utilities . . . .. ... ... ... .. . 54
Wholesale and Retail ... ... ... . .. . 27
Financial and Insurance .. ... .. . . .. 47
Other ... .. ... .. ... ....... . . 43

All companies .. ........... . . 39%

Accessibility  to employees is particulardy  high in
financial institwions, which are more likely than others
to have all or most of their employees in a single
location (see Tuble 5.3

Curriculum

.

The great majority of companies reported that these
courses deatt with job. or career-related subjects only.
However. 13 percent of those providing any  uand 5§
percent of all companies - said that their after-hours
programs included basic remedial education - reading.
writing and arithmetic  and a slightiy smaller number
that conrses were given in “other™ subiccts (see Table
S

The borderline of job- and career-relatedness some-
times shifts with the observer. A course in “reading

improvement ™ may be described as remedial by one com-
pany and as job- or career-reluted by another; consumer
skills courses lie in still more misty terrain, being classed
in their several uppearances in this study in each of the
three categories. Most “other courses are either in
“hobby™ subjects or in life-coping skills - dressmaking,
personat finunces and budgeting, home und car repair
are examples. Courses in the arts or humanities, like
those of McGraw Hill. Inc., in “Western Intellectual
Traditions: The Divine Comedy." or “Approaches to Art
History.”™ are extremely rare. (To the degree that
corporate executives may tend to justify or rationalize
their companies™ programs in terms of business aims, the
“other courses™ category may be larger than reported. )

Afterhours programs are often quite modest and
informal. They may consist of courses conducted by
particular  departments engineering. marketing re-
search. or personnel. for example - for certain of their
own personnel. In a tenth of the companies. after-hours
programs included tewer than 25 employees: in a third,
fewer than 50,

At the opposite end of the spectrum are programs
like that of Honeywell. Inc.. which enrolled abomn
2.500 employees st vear. Atter-hours courses at this
company - are oq:g d at five the
Minneapolis-St. Paul Twin Cities area and. by arrange-
ment with the public school system. at two high
schools as well. A catalog of courses is published for
spring and fall semesters. Its 70 or so pages include
course titles and descriptions. prerequisites (it any). as

locations  in

Table 5.3: Accessibility of After-hours Courses to Employees, by Company Size and Type

Percent of Employees Located at Facilities
Having After-hours Courses

Less than 10%- 50%- 90%- No
Company Size None 10% 49% §9% 100% Answer Total
10,000 or more employees L 44, 19, 17% 109 5% 5% 100
5.000 9999 .. . . . 46 13 10 17 12 2 100
2,500 4,999 . . ... 46 12 12 14 13 3 100
1.000 2,499 . 54 9 14 9 13 1 100
500 999 . . .. 75 1 2 1 11 100
All companies 60" 7. [SEM 1% 129 1 1004,
Company Type
Manufacturing . . A 63 8 8 10 10 1 100
Transportation, Communtcations, Utihities . 46 10 24 10 9 2 1008
Whotesale and Retail 6 5 10 3 3 1002
Foranoat and Insurance L 52 4 8 13 23 100
Other . . . . 55 7 7 13 18 100
Al comparns 60", 7 9 11 12 ] 100"
“Detais do not add 1t 100 pereent becaases of roanding
40 THE CONFERENCE BOARD
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Table 5.4: Subject Areas of After-hours Company Courses, by Company Size and Type

Subject Areas

Job-or Career- Basic Any
Company Size related Remedial Other Subject
10,000 employees Or Over . . ... .. .. 50% 14% 14% 53%
5,000 - 9,999 . . . .. 48 6 9 53
2,500 - 4,999 . . .. 46 13 8 52
1,000 - 2,499 . . 42 6 5 45
500 — 999 . ... 25 . - 25
Allcompanies . . . ... L 36% 5% 4% 39%
Company Type
Manufacturing . ... 33 5 4 36
Transportation, Communications, Utihities . .. . L. 52 8 8 56
Wholesale and Retanl . . . ... ... . L 25 . - 26
Financial and Insurance . . ... . 44 5 4 47
Other . . e 43 6 5 45
AILCOMPANIES . . . ... e 36% 5% 4% 39%

well as the names of the instructors and the times and
places of meetings. Formual registration procedures are
tollowed and completion certificates awarded tor satis-
tactory  attendance  and  performance.  Honeywell's
courses. #ke those of a small number of other tirms.

are open to nonemployees on payment of a regis-
tration tee and modest tuition charges. but only if
emplovees themselves have not filled the courses. A
recent catalog showed over 100 courses in 10 subject
areas (see box below).

Course Catalog Index, After-hours Continuing Education, Honeywel!, inc.

SECTION I - Adminmistration.
SECTION !l - General Information

Class Locations .
Enrollment Concitions .
Registration

Textbook Award

Award of Certificates

Smoking
Second Shift Emplovees . . .

Increased Capatulity Certificates .
| SECTION Il - ACE Classes .
&
BUSINESS .
2@ »BUSI-0010
®®9BUSI-0011
@ «BLSI-0050

@wBUSI-0145
.«BUSI-0150

Accounting I
Accounting |

TABLE OF CONTENTS
CLASS SCHEDULE

SPRING 1975 SEMESTER

Non-Honeywell Participants in ACE Courses

Re-Certification of Certified Manufacturin
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An After-hours Course

(Description of one of twenty after-hours courses
provided for employees in 1975 by the Boeing
Aerospace Company.)

Digital Integrated Circuit Design

Prerequisites

Applicants should have a degree in engineering,
and be familiar with the basic theory and princi-
ples of solid state devices and circuits and logic
design.

Abstract

The advent of low-cost, small-size, and reliable
integrated circuits has revolutionized electronic
circurts and system design. Discrete electronics is
fading away and is being replaced by integrated
circuits. This course will provide the circuit de-
signer with basic fundamentals of processing and
fabrication of integrated circuits, design evalu-
ation, specification and application of digital
circuits. A wide variety of circuits will te
analyzed. Among those are logic gates (ANN, OR,
NOT, NAND, TTL, etc.), digital MOSFET circuits,
flip-flops, shift registers, multiplexers, decoders,
binary adders, counters, memories (ROM and
RAM), digital-to-analog converters and analog-to-
digital converters. Various examples of the appli-

Objectives

Upon the completion of this course, the suc-
cessful student will be:

* Acquainted with fabrication technologies of
integrated circuits.

* Able to specify, evaluate and optimally utilize
integrated devices.

*Able to implement the basic logic functions
of NOT, OR, AND, NOR, NAND, using DTL,
TTL., MOSFET and CMOS.

* Able to analyze and design multivibrators,

* Able to analyze and design combinational and
sequential logic circuits,

*Able to analyze and design basic A/D and
D/A conversion circuits,

.

QOutside Preparation

The course will require about 8 hou, . el week.

Required Text

Miliman, J. and Halkias, C. C., lutegrated
Electronics, New York: McGiraw-Hill, 1972. Cost
approximately $16.50,

. . . . ) Length
cation of digital integrated circuits te electronic
system design will be given. 40 Hours
In Lurge. high-technology companies. more than one. Resources

and - sometimes  all. divisions  provide  after-honrs
courses. At Boetng, Seattle-urea courses provided by
the corporation’s Aercspace Company. the Conmmercial
Arplane Company. and Compnter Services, Ine. are
open to any emplovee of the corporation. “lLearning
centers™ piovide conrses that are in self-paced anto-
nuted formats and that can be pursned by emplovees
at the Company. nsing its audiovisual equipment. or ¢
home using their own andiotape equipment. Otherwise,
the great mujority of COMPUNyY  courses currently
well over 100 are group stndv. or classroom v pe.
One of them is illustrated in the box above.
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Outside resonrees, as well as those ol the company,
nuy be imvolved in the design apd administration of
after-hours conrses. A Pennsylvania-based engineering
tfirm of 2.000 or so emplovees, for example. inchndes in
s “Career Development™ program atter-hotrs conrses
that have been developed and are conducted by em-
ployees of the firm. others developed on the outside bt
condiceted by employees, and sti!! others develoned and
condicted by university and pr. contractors. Hlus-
trative exverpts from a recen: .. pany catalog are
shown on page 43,




Cost Basis to

Course Title Employees Developed by: Conducted by:

Management Discussion Skills .. ......... .. .. No Tuition Outside Company
Technical Presentations . .. .. ...... ... ... ... No Tuition Outside Outside
Managing for Motivation . . ... ... ..., .. .. .. No Tuition Outside Company
Construction Management for Nonfield

“mployees . ......... .. . ~ No Tuition Company Company
Speed Reading . ...... ... . ... .. ... .. ... Tuition/50% Refund” Outside Outside
Typing . ... No Tuition Outside Programmed/Self Taught
Stenography .. ....... ... .. .. .. .. ... ... No Tuition Outside Programmed/Self Taught
Excel’— A Career Course for Gffice =

Employees .. ... ... ... ... .. No Tuition Outside Company
Technical Writing ... ... ... ... .. ....... .. No Tuition Outside Outside
Professional Engineering Examination

Refresher/Courses ... ............ ... .. Tuition/50% Refund Outside Company
Engineering-in-Training Cxamination

“Refresher Course . ... ... ... ... ... .. .. Tuition/50% Refund Outside Company

tructural Steel Design ... .. ........... ..., Tuition/100% Refund Company Company

Electric Power Distribution . . ... ... ... ... .. Tuition/50% Refund Outside Outside

*Refund by company subsequen? to satisfactory course completion,

o

Classroom and Self-study Modes

Selfstudv,  sometimes  through  corrsspondence
courses, but more often with programmie X instruction or
other materials provided by the company. supplements
classroomegroup instruction in one out of four of the
compunies reporting after-hours programs, and is the

only maode in 4 few instances.

eCitibank is one of a small number of companies
that have established “learning centers™ on company
premises. CitihunK's center ut corporate headquarters has

a large room that contains study carrels. shelves of

“eourses.” and a variety of audiovisual equipment

O
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audiotape  machines. filmstrip  projectors.  videotape
muchines, and tape cassettes. Included are both job-
related and other roaterials. The center. attended by
cducational counselors, is open from 9:30 10 5:30.

*Mobil Oil Corporation provided selt-study corres-
pondence conrse materials in 1906 for exploration.
production. R and D. and engineering employees who
worked at isolated locations. The company has gradually
enlarged the curriculum and the employee groups
cligible to participate and. in March, 1974, extended it
to all employees. Over 200 courses are now availahle.
ranging in subject matter from geophysics 1o foreign
languages to management. But all are intended to be job
related.
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Chapter 6

During-hours Company Programs

F()UR OUT OF every tive corporate education and
training dollars e spent in connection with in-house
activities, and the greatest portion of them by tiur are for
programs conducted during working hours, 1t is tuirly
certain. too, that the shuare of industry’s total education
and training expenditures accounted for by these in-
ternal programs has been on the rise in recent decades.
For one thing. as needs grow. the cost-efticiency scale
hegins to tip toward “making” rather than “buying.”
Aad where tirms have had to put personnel. tucilitiey,
and programs in place to teach companv- or industry-
specific skilly or to formalize and standardize the
orientation o new  employees to cempuny  rules.
policies, benefits. satety procedures, and so on the
mcremental costs of further programs have often been
loveer than the costs of aequiring them outside.

Management's judgments about the value of in-house
programs take into consideration benefits that cannot
readily be quantified. Internul programs, for example,
otfer greater opportunity than external ones do to shape
instruction to the measure of company needs and to the
needs of particulur emplovees at particubar times and
places. und to facititate the integration of training with
pertormance  appraisal and  human resotree planning
systems. Company specialists may be the best availahle
mstuctors. Course material may be scheduled to ad-
munistrative convenieaee and to such pedagogic purposes
as phasing  clissioom learning with - on-the-job  ex-
perience.

Othier more or lesy intangible benetits from internat
progrims dre sometines ated by corporate executives.
Fhey attord companies more opportumity to establish
controls id standards for emplovee performance in the
learning situation. They make 1t easier to find out how
well learning is transterred and applied to the job. and to
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make necessary chunges. They reduce or elimmate the
need to share with outsiders confidential company plans
or other proprictary matters. And. muany executives
believe. they tend to engender emplovee lovalties.

Program Areas

There is no standard  way  in which comp o
cutegorize and describe the vatious conrses that comprise
their education and training programs, One lurge bani,
for example, conceives of its traing i terms ot three
“levels” “job o sKills.” osuch as tvpmg. key punche
operation, and forms processing: “supervieory develop-
ment.” which teaches concepts of admu tration, work
planninz, and control. and techniques of adnmstiation,
and “management development.”

A beverage finm’s program consists of “nuanageniad”
and “marketing” counses. The curniculum groupings o
anelectronies firm are “managenal” Umaheimg”
“service.” Umanufacturing” and Cengmeenng T Othier
compuanies distinguish between professtonuad, techrnicd
and crafts progrzms. and so on.

The present study has grouped these subject arens
inte two broad currrenlum: caregornes NAlageient
developmentsupervisory skills, and funchonal techmg
shills.” These were defined and iustrated mothe Beasd™s
questionnarre iy wis e

i .
Instroctions ta parbipants detied oocourse s

“ooplinned seres of Jectures andor atber means ot ot
instruction, Jdesioned o yupart bonoacledee and o skt
merease competence. Jes lencth aw mesared by fears o
of cmplovee particapation. This may be continuous o et
mttent (e, one tull week, vroan houar o oveek tor s
are eguivatent moocourse denathy Where course modal
used, o singie anodule oy constitute s couTse tor cat e
employeess winde o group of modates mas mabe o oo
for others™”

s .

Jey



¢ “Munagement development and supervisory skifls:
For example, principles of management, organization
development, sens’ ‘vity  training, management by
objective,  decision  making, interpersonal  skills,
electronic data processing for management, equal em-
ployment opportunity, training of trainers.”

o Functional and technical skills: For example, such
areas as production, maintenance, marketing, sales
service, office, administration, internal systems. finance,
personnel.”™

The examples cited for the management category. it
should be noted, inchide not only subjects relevant only
to managers and supervisors, but any that are designed
to enhance organizational effectiveness.

The functional category was intended to reflect -
and seems for the most part to have been interpreted in
this light - all conrses related to work skills and
knowledge other than those specifically included in the
managerial group,

Provision was also made in the survey for data abont
COUrses in. . .

¢ Busic reme dial education: That is, reading, writing,
arithmetic.”™
mentioned above: for example. economic education,
foregn language. English as a second langnage.”

*“Other subiects: Any not included in the categories

Prevalence

More than half ot all companies have conrses in the
management-supervisory and in the functional-technical
areas, while roughly a tenth do in each of the others.
Management-supervisory programs  are slightly . more
prevalent than functional-technical ones. and more often
involve lengthy courses  courses. that is. of 30 hours or
more (see Table 6.1).

Table 6.1: Prevalence of Company During-hours
Courses

Percent of Companies
Praviding Courses

Sub/ec} Area B Any 30 Hours or More

Management Development-

Supervisory . ... ..., 607, 27%
Funcuonal-Techmeal ., ... . .. 54 21
|
Busic Remedial . . ... ....... 8 n.a.
|
Other . ... ... ... ..., 1M na,
All compames . ., ... ... 70% 30%
INot available ie., information not called for in
questionnaire,
N

Expenditures

Of 1he nearly 2 billion dollars that were spent “last
year,” three times as many were for functional training
as for managerial training, when the expenditures of all
companies are added together. As shown later. however,
this is because the heaviest spenders tend to devote an
above-average share of their expenditares to functional
programs: Only one in three firms reported that its
expenditures in the functional area accounted for more
thait SO percent of all its direct training costs (see Table
6.2). -

Table 6.2: Expenditures for Company Courses'

Millions of Percent of
Subject Area Dollars Total
Management Development-

Supervisory . ... ... ..., $ 430 24%
Functonal-Technical . ... ... 1,340 74
Basic Remedial . .., ., ... ‘L 15 1
Other .. ... ... .......... 15 1

Al' sompames ., ... ..., $1,800 100%

IFuguras include thr cost of cours.:s taken outside the com-
pany during working hr i's as well as inside. Outside expendi-
tires account for about a tenth of the total.

Empl.yee Participation

Projections of data provided by surveyed companies
to the study’s nuniverse (companies with 500 or more
employees) indicate that, of the necarly 4 million
employees who too! rait in company courses last year,
all but two percent were s olved in management and/or
functional courses. The numbers of participants in
iunctional courses far exceeded those in managerial. The
smat remainder was divided about equally between
those taking basic remedial and “other” courses (see
Table 6.3).

Table 6.3: Employee Participation in Company
During-hours Courses

Number of

Employees Percent of
Subject Area {000°s) Total
Management Development-

Superwisory . ... ... ... 1,400 37%
Functignal-Technical . . ... ... .. 2,300 61
Basic Remedial , ... ... .. .. ... 30 1
Other . ... ... ............. 30 1

Al compamies ... ... L. 3,760 1009
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Participants

Erployees not in managerial roles often participate
in courses that have been classified here as management-
supervisory. and those who are in such roles often take
part in tfunctional courses (see Tables 6.7 uid .10, pages

30 and 53). In part this reflects the s irvey ™ definition of

the two categornes its inclusion of “mterpersonal
sKills.™ for example, as a management subject. Further,
the assignment by a company of particular courses to
ene category ot the other is often a matter of judgment,
and many fiims make no attempt to distinguish them.
But such ambiguities do not tell the whole story.

Many ot the participants in what are clearly manage-
ment-supervisory  courses are professional employees,
technicians,  salespersons,  craftsmen.  operators and
clerks. who are being prepared for first-line munagerial
respansibility,  And  many  managers  take part in
functional courses to enhance their Knowledge and skitls
in their specialized roles as professionals and technicians

and. sometimes, to gain familiarity with the work of
subordinates in order to supervise them effectively.

New Employees

Animportant class of participants in both subject
categories are the new recruits who fill the vacancies
created in companies by separations.  transfers.
promotions. growth and other processes of change. The
rates of flow in and out are, of course, higher for some
oceupations than for others: low-paid unskilled jobs. for
example. have much higher turnover thun managerial
jobs,

Rates ol change also vary considerably among com-
panies 1o ditferent industries, partly because of their
different occupational mixes. and parily because of
difterences in their manpower needs. Some. like the
construction industry. for example. are quite volatile
expanding and coatracting over relatively brief periods;
others are relatively stable.

Reflecting. too. the state of the economy. demo-
graphics and a variety of local circumstances. this flow
carties into companies ever-changing blends of experi-
eniced and mexpenenced employees  some who have
just finushed school or are otherwise starting their first
Jobs: others rednming to work after lavotTts. illness, child
searing, additional schooling, loafing and o on: and still
others who may simply be changing jobs. It is, of course.
the character of this Now in particular companies and at
particalur times that largely determines how important a
place new employees oceupy in education and training
provrams.
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NMethods

Most of the traiaing of new employees ocer's on
the joh. and much of that is relatively unplanned.
However. as line managers become more  cle rly
accountable for training. as more of them are trained
in learning theory and teaching methods, and as they
are provided with more professional supp ' by ex-
panding education and training departments. impro-
visation and informal” v are creasingly giving way to
planning and structure. Training on he job may Tollow

- prescribed sequences and employ teaching aids. New

employees may be given manuals or programmed
materials  to study. and tested for knowledge and
comprehension,

Many companies that provide cours for new em-
ployees are shortening or deferring them, placing
greater reliance on on-the-job experience -- learning by
exposure to realistic work problems. Professionals and
candidates for managerial jobs, in particular. may be
assigned directly to specific functional areas and not
begin off-the-job courses until, as one company trainer
succinctly put it. “it's clearer what their duties are
going to be. and we can size up what they need to
know — and until they've had enough experience to
understand the significance of what they're learning,™

But many companies design courses specifically for
new employees. or bring them into existing ones. Thirty
percent reported that new employees had taken part in
courses during the preceding year. These were more |
likely to be in functional than in managerial skills, while
only @ handful of companies mentioned remedial
COUrses.

For one con.pany in ten. 50 percent or more of all
fraining  expenditure was devoted to this group of
employees, but in the median average firm the ratio was
avout 10 percent.

Percent of Companies
30 e e e

25 -

20

15 -

10 -

5 -

0 R : .
50% or 41- 21~ M- 1- None
More 49% 40% 20% 101%
. Portion of expenditures .

accounted for by new employees
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A rourse for
N ll\
s oervisors’’:\

“male erm, ses. particularly

Title: Workiﬁ‘g\witl. Women

Description: "Wb(k/'ng with b.omen was de-
signed for a!l male e\fnployees particularly super-
visors, who would like \s\ome information on the
changing roles of women {n today’s society. The
seminar fulfills affirmative action planning require-
ments with the following objectives:

\

(1) To examine the new role berspectlves for
men and women in socicty. N

(2} To learn ways of working with meen ona
professional basis. 5

“(3) To discuss career planning advice for subor-
dinates — especially females.

"{4) To review Honeywell’'s EEQ policy and
affirmative action planning.

“The seminar makes use of role playing, case
studies, a role-reversal film of & day at Honeywell,

Affir\'m\ative Action fr - Women: Two Courses at Honeywell, Inc

And a course for “fermale employees”
Title: Women in Business

Description: "Women are a signficant portion
(one third) of our work force. Many females are
clustered in the lower paying jobs. Two questions
need to be asked: One, is this an effective
utilization of our human resources? And, two,
how does this relate to our EEU compliance
status? The Women i Busiess class was de-
veloped to help women and the company ariive at
a better ‘fit.’

""The objectives of the class are:

“{1) To give women the improved :elf-image
and self-confidence necessary for success in busi-
ness.

“(2) To create a climate of professional support
among women.

“(3) To provide expec-ure to the educational and
developmental resources available in the comgany

Ay
and group discussions. The intent is to_ provic> “and the community.
. L . . . Ny, . .
enjoyable insights into constructive social \'\(4) To discuss career planning and how to
evolution.”’ intérview for job openings within the company.”’
\.

Minorities and Women cducation-raining programs are most prevalent  the
. o e ) larger companies. those in finance. amd in trnspor-
Equal - employment  legislation and  “atfinnative . - de
P . LT . titton. comnmumnications and ttilites husines.os are

detion requirements ot regulatory agencies hive had )

. o : N . also most likely to have raken such steps.

fwo expansionary effects on company education and , . o -
- . . ) . Several explanations are offered by company officials

training. First. as deseribed carlier. programs have been . . o . .

. . ) tor the increased participation of these groups -+ existing
developed 1y provide managers and supervisors with the " ~
_ . ) . courses (see Fable 6.4),

understanding and skills they ueed in order to share in .
planning and implemanting affinnative action vaals *More are being nominated and assigned 1o such
and. through “sensitivity training” and other techniques. conrses by their managers and supervisoss in pursuance
to change attitudes that couid interfere with realization of affirmative action plans. “We are currently setting
of these goals. “On-the-job training means that experi- ohjectives 1o inarease the participation by minorities in
enced workers wnd supervisors teach Jgiexperienced ones all types of training progams.” report: « Major manu-
skills they have learned over the years says 1osteel facturer.

excertive, It they don'c see why they ought 1o *Increased hopefulness  about " jobs and  carcers

cooperiate cqu;ll cmplovment programs for women or appears to have cncourugcd more wonwen ~nd minority

blacks  and some mav even feel tike sabotaging them members to seck out developmental opportunilics more
the whole effort obviously bogs down.* actively than in the past. A number of mmpdmcs have
Affirmanve action goals have also led to increases in developed special communications programs, to “advise
the participation of women and minorities in company women and minorities of the pr()g ams and mL oppor-
courses and. i some cases, the introduction of spectal tunities for them to participate.™ in the words 1.\( an air
courses (see box), Those classes of companies in which conditioning executive, \
\\
N
DURING-HOURS PROGRAMS 47
, AL
J 3

RIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

Table 6.4: Steps Taken to increase Course Participation by Women and Minorities

Percent Reporting Steps in Subject Area

Management Functional- Remedial
Steps Taken Any Supervisory Technical Education
For Women:
Brought more women 11t0 existing courses . . .. .. ... L. 40% 319% 23% v
Provided new courses of special interest and value to women . . . . . . . 1 5 7 *
Evther ... 43 34 25 3
For Minorities:
Brought more mimorities \nto courses .. ... L 35 26 25 -3
Provided new courses of spectal interest and value to minorities 8 2 6 1
Ether 37 27 27 3

*Less than 'z of 1 percent

~

e The numbers of women and nunorities  taking Differences by Company Size

courses have increased as more ol them have been T | [ ) N oof 1l
. . ] revdlenee o SOUTSe rograms i cach ol the

employed by some companies and given greater re- e p. ° N p. gramy ©
_ I e . o major subject areas. the expenditures for them. and the
sponsibalities. A wutilities executive describes this arith- - i . C

i . e patterns and rate of employee participation in them,
metic: “Since 1965 an aggressive program of hiring and )

) . S - P vary markedly by company size.
promoting minorities has been followed at our organi- - - '
zation. A result of this is that as these people move up in Prevalence: Approximately nine out of ten of the
the organization there are more in our Classes. This is not largest companies provide conrses in managerial subjects
becanse ot any special action now.” and a like number in tunctional ones: fewer than hall of
Executive Views of "’ Affirmative Action’’

Human resource executives, invited to agreement with the government’s aims, but find its
comment on the federal role in employee edu- administrative requirements unduly onerous and
cation and training, split into three groups - even counterproductive — ‘“‘actually siphoning
approvers, disapprovers and neutralists — of manpower dollars in resources away from our
roughly equal sze.' training programs,’’ as one put it.

Approval: Among those who endorsed the

Disapproval: The attitude of most of those who government’s role a few saw benefits from being
disapproved is reflected in the comment of an “’challenged”’ to recognize the vast wasted talent of
executive who said that '‘companies know the certain minority groups. Most simply thought it
value of training without prods,” that the 'ad- was right. ""The government is waking us up to
ministrative red tape demands far more time than what we should have been doing all along,’” was a
the results justify,’”” and that "‘the net result is an typical comment.
overall loss in our training accomplishment.” Neutral Comments: Those who commented in
Several stated more explicitly that they are in nonevaluative terms simply noted one or more of

these consequences of the government’s requlatory

\ ) ) activities: that they have created a need for

The Confarence Board's ‘uestionnaire asked: ‘Do . v e g ee .
you helieve that amployee aducation training by busi training or "'briefing” supervisors and managers
ness s presantly being impeded or aided by goverumant to assure compliance, and 'that they have added a
programs o policies, or that new programs, policies or i !
lagislation are desirable? 1f so. please describe.” heavy record-keeping burden.
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Table 6.5: Percent of Companies Providing Any Courses in Each Course Area, by Company Size

10,000 or
more 5,000- 2,500- 1,000- 500-
Course Area Total Employees 9,999 4,999 2,499 999
Management-Supervisory:
Lessthan 30 hoursonly . ... ... ............... .. 33 25% 3% 35% 40% 35%
Some 30 hoursormore . ... ......5 . ... ... .. ... 27 66 56 37 27 12
Total . ..o 60 N 88 82 67 47
Functional-Technical:
Lessthan 30 hoursonly . .. ... ... ... ... ... .. ... .. 33 35 42 27 37 30
Some 30 hoursormore - . ... . ... ..., 21 52 38 29 19 12
Total . ..., 54 87 80 56 56 42
Basic Remedial (Total' .. ... .. . ... ... ... .. 8 29 14 14 4 4
All Other (Total)! e 1 22 17 19 5 10
Anv Courses:
Lessthan 30 hoursonly . ... ......... ... ... ... ... 34 22 26 39 37 34
Some30hoursormore . ... ... .. .. ... ... ... 36 74 65 47 34 21
Any (Total} ... ... 70% 96% 91°% 86% 71% 55%

1 .
Course hours breakdown not available.

the smallest companies provide courses in either of these
areas (see Table 0.5). Among companies offering any.
the largest firms are much more likely than the smaller
ones to have lengthy courses  that is, courses of 30
hours or more.

Expenditores: With higher overall spending rates per
employee than smaller coapanies, the larger ones devote
a higher proportion of their dollars to functional skitls
(see Table 0.0). Among companies with 10,000 or more
cmployees, the ratio

of  functional-to-managerial in

training expenditures was 81 to 17. Among each of the
categories  below 5,000 emplovees, functional and
managorial expenditures were fairly similar.

Far. .cipation: Without exception, the frequency with
which employees in each occupational group participate
in company courses increases as company size does (sce
Table  0.7). This relationship is present for both
managerial and  functional courses. (These ratios. it
should be stressed. tell nothing about how many
employees, or what proportions of them, participate in

Table 6.6: Distribution of Expenditures for Company Courses, by Company Size'

10,000 or
r ore 5,000 2,500- 1,000- 500-
Total Employees 9,999 4.909 2,499 999
Course Area:
Management-Supervisory . . 24, 174, 36% 469% 47% 43%
Functional-Technical e 74 81 62 50 51 51
Basic Remediat ... .. . 1 1 1 z 1 3
Other .. 1 1 1 2 1 3
Total Expenditures . . 100 1007, 1007 1007 100% 100%
Particpants:
New Employess P 10% 14% 15% 12% Y% 9%
Present Employees . . . ... 90 86 85 88 92 91
Total Expenditures . ... . .. 100% 100% 100% 100% 100% 100%
Expenditures per Employee (mean): . . $53.90 $72.00 $44.10 $22.80 $24.00 $19.10

1 A L . .
Figures include the cost of courses taken outside the company during working hours as well as inside. Outside expenditures account for

about a tenth of the total.

RIC
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Table 6.7: Percent of Companies in Which Members of Particular Employee Groups Participated

in Courses, by Company Size

10,000 or

more 5,000- 2,500- 1,000- - 500-

Participating Employee Group Total Employees 9999 4,939 2,499 993

Top or Senior Management . .. ... .. ... ... ... ... .. .. . 26% 39% 36% 34% 27% 18%
Middle Management . .. ... .. 47 86 73 61 50 28
SUPBIVISOTS L L L 52 90 82 74 56 29

Management (any level) .. .. ... ... ... .. ... ..., . . .. 60°% 91% 88% 82% 67% 47%
Professional-Technical ... ... ........ ... ... .. . .. ... 35 69 65 45 29 23
Sales-Marketing . .. ......... ... 27 67 52 35 26 14
Other Nonexempt Salaried . .. ........ ... ... . ... . .... 19 47 37 29 15 10
Other Nonexempt Hourly . ... .. ... ... ... .. . ... ... . 1 26 24 17 1M 2

ANY L 60% 91% 88% 82% 67% 47%

New Employees ncluded inabove) ... ... ... .. ..., .. 13% 38% 32% 199% 12% 49

Functional-Technical Courses

Managenal (any level) ... .. ..... ... ... .. .......... 37% 66% 53% 46% 40% 23%
Professvo_nat-TechmcaI ............................. 30 61 55 38 30 17
Sales-Marketing . ... ... .. 30 68 53 32 26 20
Other Nonexempt Salaried .. ... ... .......... ... .. ... 22 43 29 23 17 20
Other Nonexempt Hourly .. .. ... ... ... . .. ... .. ... 21 36 34 25 25 13

ANY L 54°, 87% 80°% 56% 56% 42%

New Employees {included inabove) ... ....... ....... 21% 60% 40% 33% 20% 7%

cach group. Such data were found in the developmental
stages of the present study to be unobtainable in most
compaiies.) .

New Ewplovees: The likelihood that new employees
will be included in managerial or functional programs
diminishes with decreasing company size at an even
steeper rate than the prevalence of such programs.
similarly, the shave of dollars devoted 1o new employees
is lower among the <maller and low-spending companies
than wnong the furger and high-spending ones.

Differences by Company Type

The range of difference in each of the measurement
criteria amonyg different tvpes of companies is hardlv.
narrower than among companies of different size (see
Tables 0.8, 0.9 and 6.10., pages 52 and 33).

Prevalence: Both managerial and functional course
progrums were more conunon among tinancial firms
thun among any other type. Companies in the trans-
portation-communications-utilities group were a close
second in both categories, and were most likely to offer
courses of 30 hours or more.
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Lxpenditures: Those company categories having the
highest per employee expenditures (financial and trans-
portation-communications-utilities) devoted the largest
portion of their spending to functional training. Among
firms with the lowest per employee expenditures (whole-
sale-retail and “all other™). dollars were apportioned
almost equalty between the two major subject areas.

Participation: 1t is not surprising  that
participation for euach occupational group correspond
generally with the prevalence of company courses in the
various types of companies. Notable, howeser, is the
high incidence of participation in functional courses by
nonexempt employees of financial and transportation-
communications-utilities companies, and of hourly ones
in the latter group particularly.

New  Lmplovees: Financial companies stand  out
conspicuously  for the high share (21 percent) of
expenditures devoted to the training of new employees.

rates  of

Curricula and Methods

Corporate education touches on areas of knowledge
as diverse as muathematics, language and communica-
tions. the physical sciences, human behavior, and the
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Roles for Government? .

Most human resource executives see no need
for new federal “'programs, pciicies or legislation”’
dealing with employee education, the Conference
Board survey found. On the contrary, experiences
as participants in manpower programs and with
equal employment regulatory agencies have caused
or reenforced considerzble wariness nf further
governmental roles, even among many who
applaud the objectives of current ones.

They say that ‘red tape,” ''bureaucratic
hassles,” rules and record-keeping
requirements,’”” and ‘‘cumbersome procedures that
are not suited to the needs of industry’’ bog
programs down and ‘‘negate much of their positive
effect.” “Most of the management people |
know,"” says one executive, ‘are reluctant to ask
for government assistance or funds to train
veterans, minorities or the handicapped becauée of
the red tape and bureaucra.ic procedures.”” Only
“large companies,’”’ says another, “dare become
involved."’

"'excessive

But there were exceptions. Several officials
called for financial support for employee
education and training programs. ‘‘Subs.dies’’ for

these activities, said one executive, “‘would lead

us to look with favor” on federal involvement;
another urged “‘imaginative change’ in govern-
rnent tax policy to encourage employee educa-
tion. Others suggested change in wage-and-hour
laws, which, as one put it, "prevent companies
from offering training to upgrade skills on em-
nloyees’ own time without paying overtime.’’
Another commented that “hourly people are not
included 1 after-hours programs because of the
possibility of having to pay overtime,”’ '

One executive suggested that reimbursement to
companies under CETA “’should include upgrading
as well as basic skills training.”” Still others called
for a greater federal role in improving education in
traditional or other nonbusiness institutions, or in
aid and encouragement to vocational institutions;
in support of efforts by state and local
governments to “‘determine business needs and
develop responsive education programs’’; in setting
up ''standards of performance and accountability
for the use of public funds by educational
institutions’’; in legislating greater emphasis on
“the three R's"" and creating ways, as one execu-
tive put it, to “"take the burden of remedial ecl-
ucation off industry’s back.”

management and control of systems, and smbraces an
almost infinite variety of skins.? Stll. even in what has
been termed the “functional™ area, diversity i not
for example, selling
technique, computer programming. basics of electricity,
and the use of wols

quite the rule. Certain courses

appedar with some regularity,
And the “management”™ component as 1 whole. relat-
ing as it does to needs that are shared by all business
organizations, has a more or tess bounded. or circum-
scribed, curriculum,

Management and Its Curriculum

Management has heen described as “the proces., py
which the elements of 4 gooup are integrated. coor-
dinated and/or utilized so as 1o efficiently and etfect-

: the Kodak Park program, described kater in this chapter,

and the
can be within one division of o large

indicates how extremely varied the subjpeet matter
levels of treatment
company, boittustrate the character and diversity of industry 's
curriculum. o more or less randam selection of courses one
trome cach of 0 number  of  compinies is presented in
Appendin I8

RIC

Aruitoxt provided by Eic:

. N . . . . % - .
ively achieve organizational objectives.”™ The particular

functions  that inhere in this process are commonly
identitied as: planning  setling objectives and analyzing
conditions, needs and resources: organizing  assigning
responsibilities and coordinating the work ol the indivi-
duals who make up the group:staffing  identifying and
providing for skills needs: direction  translating more
general ohjectives 1o specific work tasks: control
moving the whole process toward established goals. more
often than not  adjusting  and
changing conditions.

The course programs that companies provide for
those assigned to carry out these functions. though
endlessly variable in fength and scope and in the degrec
to which they are tailored for different managerial levels,
tend to share common subjects and aims. They seek to
increase participants” competencies in three principal
respects:

accommodating  to

3 . . ' Ve .
Howard M. Carliste, Vianagement: € ancepts and Situations,
Science Research Associates, Ine. 1976,
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Table 6.8: Percent of Companies Providing Any Courses in Each Course Area, by Company Type

Transportation- Financial
Communications- Wholesale and and All
Course Area Toial Manulacturing Utilities Retail Insurance  Others
Management-Supervisory.
Lessthan 30 hoursonly . . .. ... ....... 33% 29% 30% 33% 48% 35%
Some 30 hoursormore . .. .. ......... 27 24 43 20 35 27
Total .. ... 60 53 73 53 83 62
-Functional-Technical:
Less than 30 hoursonly . ., . . ..., . ... . 33 30 26 38 45 34
Some 30 hoursormore . .. ... L. L. 21 17 46 5 3 24
CoTotal L .. 54 47 72 43 78 58
Basic Remedial (Totall' . ... ... ... .. . ... g 7 8 2 18 4
All Other (Total)' ... ... ... ... . . .. 1 1 12 5 18 5
Any Courses:
Less than 30 hoursorily .. .. . . ........ 34 31 20 37 38 41
Some 30 hoursormore . .. ... ..., 36 33 59 20 52 38
Aoy (Total) ... ... L 70% 64°% 79% 579% 90% 79%

1 .
Course-hours treakdown not available.

* Management of peoply: Managing. by definition,
involves interaction with people  supenisors, subor-
dinsies and peers. At their simplest level, training
programs provide information about company personnel
policies, provisions of union agreements, and require-
ments of the faw ‘n such areas as safety and health, equal
emplayment. and so on. Company courses may also
teach and train in techniques of supervision  setting
standards and appraising performance. job training and
coaching, motivating, handhing grievances, disciplining.
Finally, managerial programs may incorporaie theories

of human behavie: a5 subjects of courses, or inte-
s
* Functional skills: Managers may require instiuction in

functional areas. . .

grated  with more pragmatic. “how instruction.,

when their responsibilities comea 1o embrace spe-
cialiced areas with which they must baconie more
familiar it they are to manage property;

to learn aspects of manageriai technique.,
the theory and practice of budgeting and
systems, and the use of computers.

such as

control

Table 6.9: Distribution of Expenditures for Company Courses, by Company Type!

Transportation- Financial
Communications- Wholesale and and All
Total Manufacturing Utilities Retai! insurance QOthers
Course Area: .
Management-Supsruisacy ... L L L. . L. 24% 22% 16% 45% % 53%
Functional-Technical . .. ... . ....... 74 76 82 51 (oL 15
Basic Remedial . . ..., ... ... ..... 1 1 1 1 3 1
All Other ... . . ... .. ... .. ...... 1 1 1 3 2 1
Total Expenditures . .. ... ... ..., 100% 100% 100% 100% 100, 100%
Participants:
New Employees , . . .. .. ... ........ 10% 8% 8% 8% 21% 8%
Present Employees . . ... ... ........ a0 92 92 92 79 92
Total Experditures ., ..., ., ..., 100% 100% 100% 100% 100% 100%
Expenditures per Employee (mean) . ., ., .. $53.90 $53.60 $84.10 $16.90 $65.50 $21.60

Figures inctude tha c.st rf courses taken outside the company during working hours as well as inside. Qutside experditures account for

about one tenth ot the total.

52 THE CONFERENCE BOARD

Cr-.



O

ERIC

Aruitoxt provided by Eic:

Table 6.10: Percent of Companies in Which Members of Particular Employee Groups Participated

in Courses, by Company Type

Management-Supervisory Courses

Transportation- Financial
Communications- Wholesale and and All
Participating Employee Group Total Manufacturing Utilities Retail Insurance Others
Top and Senior Management . ... ... . .. 269, 24¢<, 242, 23% 37% 23%
Middle Management .. ..., ..., .. ... 47 42 51 40 75 42
SUpervisors .. ... 52 44 65 40 80 58
Management {any level} . ... ... .. ... . 60", 53" 73% 53¢, 83, 624%
Protessional-Techmical . . ... .. . ... .. ... .. 35 29 51 18 57 39
Sales-Marketing . . ... ... ... ... . 27 27 38 16 37 20
Other Nonexempt Salaried . . . . ... .. . . . 19 12 26 15 47 16+
Other Nonexempt Hourly .. . .. ... . . . .. 1 7 16 17 15 , 5
ANV, . 60°. 53", 73% 537, 834 62%
New Empioyees Lincluded in above) . . .. 73°, 119, 199, 13% 19% 13%
Functional-Tec! nical Courses -,
Managerial lany tevel) .. ... ... 37 339, 359% 29°, 63% 36%
Professional-Technical . . ... . . Ce e 30 20 45 16 59 44
Sales-Marketing . ... .. ... 30 28 29 32 46 1
Other Nonexempt Salaried . . . .. .. ... ... . 22 13 37 7 56 24
Other Nonexempy Hourly ... . ... ... . . .. 21 18 44 21 24 13
ANy 54% 47, 72% 43% 78% 58%
New Employees (included in above) . .. ... 219, 15% 37% 19% 439% "M%
4

*lersonal skills: o weli munagerial tasks are
performed depends also Gu the ability 10 approach and
solve problems analvtically: to communicate and deul
maturely with others: 1o use time effectively; and to
adapt to change. 1t depends., too, on creative. innovative
and integrative abilities. And, some company educators
have begun to believe, on an ability 1o understand the
connections and ("Un-
fortunately.” says an official ot one ol the najor

between  business suciety,
multinational corporations, *a business career tends to
limit inteltectual and  something more  than

traditional “trade school courses’ are needed today.™)

viston,

Programs

Company courses are aften elements of “programs”
~clusters of related courses. and/or of classtcoom and
cxperiential that are designed around 3
particular "skills or knowledge area. “Programs™ vary

Seguencees.

considerably in the degree of their structural cohesive-
ness and e their fength, Some are designed 1o carry

particular groups of employees through 4 process of

learnmg in whieh the subject matter, methods, duration,
and even evalugtion criteria are carefully structured in

advance. Apprentice programs, entailing two o four
vears of phased work and study, are a prinne example,
They have a counterpart in similar programs that muany
companies have  thenisleves  designed 10 serve  their

opecitie skills needs or o circumvent formal require-

ments of the U.S. Department of Labor’s Burcau of
Apprenticeship and Training that they consider to be
irrelevant or wastetul.

There are nany instances in industry of programs
thut are much brieter, aiming at more limited increments
of Knowledge or skill. but no less highly structured than
the apprentice programs. The teller-training program of
ancastern bank,  which  integrates programmed in-
struction, lectures, discussion and role plaving into a
three-week whole, is one example. The four-week study
and work program through which a midwest railroad
rainy its locomotive engineers is another.

Looser “programs™ exist as well, clusters of courses
belonging to a subject family sales, muanagement,
the completion of which may be
anecessary or desirable condition for promnotion. (Some,

information systems
like GM's Management Progression Curriculum,  dis-

cussed on page 57, have both “required™ and “rec-
ommended™ courses at cach stage.)
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Hlustration: Kodak Park

The uses of programs for more exteusive develop-
mental goals than individual courses aspire to. and their
relationship to a rotad corporate education and training
program. is illustrated by the activities of the Eastman
Kodak Compuny’s largest manutacturing division
Kodak Park. Serving a division of 30.000 people. the
Kodak Park Training Department administers four ser-
vice areas that provide individual training. specially
designed courses. and programs with extensive develop-
mental goals related 1o the total corporate education and
lraining program.

Vocational Training Services: The most important
component of’ this area is the company’s Apprentice
Programs oftering training in 16 skills. ranging from
carpenter 1o glassblower. Each apprenticeship combines
480 classroom hours with on-the-job training over a
three-vear period. Vocational Training Services also
offers a0 320-hour technician training curriculum, a
27 2-hour program for laboratory trainees, 120 hours i
“sheet metal layout™ a 1 2-hour program in “thin layer
chromatography.™ and ¥ hours in hand soldering,

Professional Traiviing Services: These programs con-
sist of computer-related and information systenis courses
and  statistical  and - mathematical Selt-
mstructional courses are also used in both these areus.
“Programming: Concentrated Version™ is 4 160-hour
course divided equally between classroom instruction
and programming workshop. Other programs run from
06 to 120 hours. “Mini-computer orientation™ ¢ourses
are taught in both four- and eight-hour perjods.

Management Training Services: The most compre-
hensive management training course. Basic Training tor
Supervisors, consists of three-hour sessions held 1wice a
week for nine weeks. Special courses are designied to
triin - supervisors  to appraise and review individual
job pectormance: develop writing skills: improve reading,
and meet many other needs of individuals. Special
orientation programs for new employees are developed
as requested by Kodak Park departments need de-
termining the program’s time span.

COUTSeS,

Photographic Training Services: These programs. de-

signed to develop an understanding of photography. are

attended by middle-level managers, newly hired college
graduates, and experienced technicians. Programs in-
clude: three courses in “fundamental photography ™: five
and seven courses
princi-
Vartous

courses in “photographie science™:
describing company products and processes
pally  to  technicians  and  protessionals.
“package courses”™ of one to four days. sponsored by the
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American Chemical - Society and  tncht by outside
specialists, are offered during the vear. In addition.
many self-insiruction courses are available.

Methods

Referied to trequently by survey participants as a
significant recent development in corporate education
and training has beenr what one official described as “the
ciinge {rom presentation to show-and tell  to learning
by doing.”™ Accompinying it have been an increasing use
of programned selt-insiruction nwodes and of audio-
visual techuaingy

Since the design of programmed and audiovisual
materials requires specialists who are familiar with the
particular subjects, and is costly in time, custom-taored
courses tend to be limited to the largest companies.
Economic
media. For

miluence the use of
mstance, oine executve  reports  that his
company has “gone heavily into programmed  self-
instruction only with audi.~ aids and noichooks. since
visua! aids are too costlv.”

constderiations  also

Seveval examples illustrate the use of these newer
techiisues.

Mobii Od: Certain couses are based on videotapes
one, tor example. consists of 11 sessions on economnies
and risk analysis. The tapes run 45 to 60 minutes. With
several breaks for discussion and problem solving, cach
session is about 1.5 hours in length. The overall program
is equivitlent to 2.5 days of instruction.

The course focuses on a basic treatmient of econormnics
and risk analysis.  Although some theory is given.
emphasis is on the practical application of the principles
and methods presented. The course does not include
detailed caleulation procedures, but some problem solv-
ing is included. Participants reccive handout materials
consisting of detailed topic outlines. major ‘graphs and
tables, class problems, glossary of terms anll concepts.
references and an index of the materials.

Butt Grocery  Company: This firm “operates 131
outlets in Texas. Because these are “spread ull over the
state.” in the words of the company's training manager.
programu.ed instruction is used to teach basic skills for a
variety of positions in the company. Originally bought
from a large chain in another part of the country,
programs are now being developed by the company for
its own particular needs.

American Airlines: Audiovisuals, ranging from simple
transparencies to interactive videocassette programs, ure
used extensively at American Airlines. First employed
for  Flight training and  Maintenance

training  over
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twenty-five years ago. their use has spread o all
departments of the company. Program development s
primarily in-house.

Slide-tape programs have tor some time been heavily
used in the training ot Cabin Service, Line Cargo. and
Freight Terminal employees to reduce to a minimum the
time needed for werking with and in the airplanes and
related equipment. More recently, audiovisuals have
been  combined  with  self-instructional
through the medium of the Caramate a compact,
lightweight rear-scrern slide projector with synchronized
sound  track
passenger and ramp services personnel as well as sales
and in-itight service personnel. Owue hundred forty-six
Caramates are located in company “learning centers™ in
50 cities.

techniques

As compared with the Tormer lectinre-demonstration
method. says a company  official, the new system
requires less classroom space. simplifies scheduling and

-administeation. and reduces preparation time and in-

struction time particularly the need for “hands-on™
training that may tic up costly equipment and be
difficult to arrange at all.

IBM: Much of the training of IBM's

engineering”

Customer
personnel, once conducted at a single
Center and then decentralized to 14, now takes place in
offices throughout the country by virtue of self=study
programs and computer-assisted instruction.

A system of learner-based study tor employees who
service typewriters and other office cquipment has been
built around 600 carrels  individual study areas having
a desk onto which audio and visual equipmient is tixed
at 100 locutions. A company official savs: "By tuking
training to the student, travel costs and time have been
reduced. The method is also preterred by employees.
and they wie better trained. Furthermaore, they remain
with their managers. who have an opportunity 1o assess
their progress and develop a relationship with them at

this eirly stage. Weaknesses of the carrel system are that-

projectons often breuk down. course development s
slow, and some students dislike selt-study
mare dislike classroom study.”
Computer-assisted instruction "CAL i distinguished
from computer-managed mstrnction in that more than
halt” the instruction

though

mvalves ntevaction: between the
student and the terminal; less than halt is in such other
tarms of selfostudy as video and audio tapes. books.
films. microtiche, and so on. A company spokesman
reparts that employees find CAL more mteresting than
programmed instroction, but that its startup costs e
much higher requiring mosante cases s mach as 100

preparation liowes per student hour even where, as at

and workbooks, for the training of

EBM. the necessary teams of specialists and the equip:
ment are available,

Computer-assisted and self-paced instruction shire an
estimated 10 percent of 1BM's total education budgei
though about a third ef it is in the division that is its
primie user, customer engineering. “Management,” Savs
an internal company memorandum, “stresses the neces-
sity of using costeffectiveness and cost-benefit criteria
for the selection of new education media such as tele-
vision and computer-assisted instruction. as well as in the
choice of new educational technigues such as learner-
paced instruction.”

General Eleciric: At GE's Management  nstitute,
computer simulations are used 1o teach busic principles
ot business management. Teams are tormed and given
situational information, on the basis of which they are
required to make decisions. Their decisions are fed into
the computer model. which describes their consequences

a whole new set of conditions that require new
decisions  and so on.

Two "Generals”

How and when employees are brought into manage-
ment courses also varies by company  and  within
divisions and departments of the same company. Most
companies that provide courses for new first-line super-
visors, for example. do soafter the employees have been
promoted o these jobs: but many others conduct such
courses for employees wha have been identified as
candidutes and are interested in supervisory jobs  on
the grounds that their performance in the training
program provides further opportunity to evaluate their
suitability. that a pool of candidates is created from
which the best can be selected, and that those chosen are
more apt than otherwise to start their duties with basic
campetencies.®

The range of approaches to management develapment
activities are broadly exemplified by the programs of
two corporate giants General Electric and General
Maortors.

General Eleerrie: Management courses ate avanlable
within General Blectric under three arrangements.

First. o Management Development Institute. tocated
at o campus-like tacility in Crotonville. New York. to
which employees primarily at middle-management
levelsare assigned at the direction of their supervisors

tor more ot less “generic” numagement courses. The

See Walter SoWikstrom, Supervisory Trainnre, “The Canter-
enee Board, 1973, Report No. 612,
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GE Foremen’s Supervisory Program Modules

General Electric employs over 8000 foremen and first-line cupervisors in 170 different depaitments. To
provide relevant and quality training that is suited to their diverse needs and that is capable of being
admimistered lccally, the staff of GE's Management Development Institute created a program of training modu, =s
and, for each, a leader's guide — films, slides, tapes, and so on — and text and exercises for the number of
students specified. The subjects ond content of these modules, the time each iequires, and the employee
categories for which they are intended, are shown below.

Suitable fo.:

Length Pre- New Experienced
Module {in hours) Content supervisor  Supervisor Supervisor
Elements of Foreman-supervisor role as seen by foreman-supervisor,
Foremanship .. .. 2 his manager, and his manager ‘s manager. x ) x i X
Styles of
Leadership ... .. 4q Comparison of leadership styles and their results. X X X
Two-way Concepts and techniques of effective one-on-one
Communication . 3 verbal commmunication in the business environment, X X X
Listening The need for active listening in daily work
Awareness | . 2 activities, x x X
The foreman-supervisor’s role in anticipating,
Griavance preventing, investigating and resolving
Handhing . .. .. .. 4 employee grievances. X X X
Constructive Using discipline as a positive, constructive force
Discipline ., .. .. 4 to stimulate an atmosphere of willing cooperation, X X X
Facilitating Techniques for introducing change
Change . ....... 3 and anticipating possible problem areas, X X
Avoiding or minimizing day-to-day
Interpersonal L, K conflict situations. X X
Techniques for analy zing skills of work force,
Job Instruction preparing detailed job breakdowns,
Teaoing L 6 effective job instruction. x x
Safety and Occupational Safety and Health Act
OSHA .. ..., .. 4 and its impact on first-line supervision. X X
Work Station Technique for analyzing a work
Contral .. ... ... 3 station to determine cause of a problem, x ’ X
Labor Foreman-supervisor responsibility for
Relations-! ... 4 adminsstration of local labor agreement. X X
Handling Work Principles and techniques of effective job '
Assignments ... 4 assignments, X x
Improving
Ernployae Use of positive reinfarcement to
Performance .. .. 4 stimulate employee productivity, X x
Setting
Performance Technigue for developing objective, measurable
Standards ... ... 4 performance standards, X X

fnstiorte. meetfect, nunkets its services to the rest of the
company . and mosome measure competes with non-
COTRPXNY Tesolrees.,

Sevond. svarious operating divisions snnd - deparimenis
ot the company conduct conrses at vinous locations m
management subgecis that have i more speailic technical
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content d conrse. for example, in the application of
simulation to vatious administrative and apeiting svs-
tense condusted i Schoectady h‘\' the Professionl
Education Operation,

Third. o multiplicity of statt and line groups conduct

training  lor the over 8.000 foremen and  frst-Hne

6.

-
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A Prescient View

Half a century ago, the English mathematician
and philosopher, Alfied North Whitehead, wrote:

“Today business organization requires an im-
aginative grasp of the psychologies of populations
engaged in differing moudes of occupation; of
populations scattered through sities,  through
mountains, through plains. It requires an imagina-
tive grasp of conditions in the tropics and of
conditions in temperate zones. |t requires an
imaginative grasp of the interlocking interests of
great organizations and of the reactions of tne
whole complex to any change in one of its
elements. it requires an imaginative under-
standing of laws of political economy, not
merely in the abstract, but also with the power
to construe them in terms of a particular
circumstance of a concrete business. It requires
some knowledge of the habits of government,
and of the variations of those habits under
diverse conditions. 1t requires an imaginative
vision of the binding forces of any human
organization, a sympathetic vision of the limits
of human nature and of the conditions which
evoke loyalty of seivice. It requires some know-
ledge of the laws of health, and the taws of
for v and of the conditions of sustained
- owity. o reqguires an imaginative  under-
stanichng of the social effects of the conditions of
factories. It requires a sufficient conception of
the role of applied science in modern society. It
requires the discipline of character when one can
sdy ‘ves' or ‘.o’ to other men, not by reason
of blind obstinacy, but with firmness derived
from a conscious evaluation of relevant alterna-
tives.”"!

1/\Ifr».‘(i North Whitehead, The Auns of Eoo.ation
and  Other  Essays, The Macmilian Caompany, 1929,

supervisors who e presently in the company’s 170
different deparoments,

General Motors: A Management Progression Curricu-
him has been developed at General Motors to erve the
needs of manubacturing, engineering technical. and ad-
minnstrative persiemel,

The “Curmeatum™ provides o logical sequen.e o
development for nemagers ay they prepare for, and

progress throngh, varions career stages and responsibility
tevels. There are courses in Prepuring for Supervision,
Management Fundamentals. Intermediate Management,
und Advanced Manugemont.

Some programs are mandatory for all managers of a
particular level and meet certain of the development
requirements of GM’s Human Resources Management
System. Other programs are wtilized ona “prescription™
basis to meet the individualized improventent needs of
patticular managers. These programs emphasize  skill
development in specific managerial skills. Suhjects in-
chide Problem Solving. Analyzing and Improving Perfor-
mance. Oral Presentations.

Programs are taught by the Corporate Edueation and
Framing Staft’ by in-plant trainers and/or hy experi-
enced managers carefully selected from the local organi-
zation. Classroonm instruction is supplets.ented by the use
of selt-instruction materials. The size of the population
to be trained and the nature of the program conten
determine the delivery method to be used.

Required. recommended and individual improvement
programs at the lower levels of supervision tend 1o he
unigue to the particular populations - Manufacturing,
Ingineering.  Administrative where a tusk-oriented
flavor exists. Programs for middle and upper fevels are,
more “educational”™ and hroadening as job contem
becomes  more managerial and  administrative. They
inciude conrses xﬁlh such titles as: Management Rela-
tionships and Responsibilities. and Management Pruc-
tees und the Business Environment.

In addition 1o the “mainstreams’

.

of the curriculum,
there are other courses for special populations college
recruiters. plant security officers. workman compensa-
tion administrators. Broad Tforts are under wav 1o
improve the quality of managerisl development and
performance in every part of the orgmization.

Certificates are issued 1o employees at cach level
upon - completion’ of “required™ courses, groups of
“recommended™ prograns, and individual “coutinuing
development™ programs,

Evatration

Assenior management has  demanded _greater
accountahility from line and sttt unils and managing
hy objective huy become maore common. ncreasing
attention has been given ta the evaluatibn of education
and  training programs an cmphu\‘\i.\' that  muny
execttives expect 10 grow in future yewrs. Ustally
basing their appraisals on pudgmental evidence. respon-
sible executives tend to express themselves as moder-
ately satistied with the achievement of their in-house
1

\

v
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Table 6.11: Executives’ Appraisals of Effectiveness of Company Courses

Management-Supervisory Courses

To Train New

To Improve Ferformance To Prepare tor New Jobis

Think Objectives Were Met Employees i Present Jobs or Besponsibtit.es

Very waell o o000 [ . 51% 35"

Satisfactory ... ... L 45 64 L

Unsatisfactory .. ... ................... 4 1 1
Total making epprawal . ... ... ... ... .. 100% 100" 100

Functional Courses

Very well 0oL 506 377 ER]

Satisfactory .. ... 50 61 510

Unsat.sfactory .. ... . o 2 . i
Totol makingapprasal . .. ... ... ... .. .. 100% 100+, 100

s

coursés nomeeting the particular objectives to which
they are uaddressed. While few rate their companies’
courses. cither ar management or functional subject
arcas. as Cunsatisfactory.” most are reserved in their
praise. Only half, for example, think that they have
succeeded “very well” in their aim of training new
employees: and still fewer that they have done so with
respect to other goals (see Table 6.11).

Larger companies were no more likely than smaller
ones to laud or denigrate the achievément of their
courses, and wery httle difference was foudnd in this
respect among the various types of firms.

-
-

.Cost Analyses

Few of those offering appraisals can justity them on
the basis of quantifishte criteria or objective measure-
ments. Cost-benefit and cost-effectiveness studies have
been teasible and usetul here and there. Trainers in u
steel caompany., tor example, have been able 1o demon-
strate that certain training efforts have more than paid
for themselves in decreased  production-line rejection
rates &l)r reasons of quality. Utlizing the circumstance
that stmilar occupations are carried out in numerous
locations, the US. Postal Service has heen able 1o set
up experiments in which employee performance in
training  tocations has been compared with that in
nontraining control locations.

But such analysis is usually found to be impractical
and thought to have quite limited uses. “We have no
problem establishing measurement models for speed
reading or other training in the skitls area.™ says an oil
company  exceutive, “hut we have considerable diffi-
culty in tving more sophisticated or more abstract
kinds of nwnagement training to specitic costs and. if
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vou please, return oncinvestment.” “Bor anythinge but
simple and repeative production or service operations”
one personnel director comments, Ccosthenehit snaly -
sis 1s g snare and o delusion. The courses that e nest
important to us. that we think have the greatest
hearing on our future, are just the ones that are Jeest
amenable to it

Cost analyses may have retrospectuive mterest only,
some vbserve. A textile company trater savs. By the
time vou've finished the studv. ard cone 1o all the
tiouble and expense. vou have o whole new sttiation ™
Finally, it iy smd that such analvsis cven where
feastble and refated 1o stillpresenc circus s aiees, e
inshiticient, offering no diagnestic wnsights 0 wdarrce

and may. in fact, be mislewding to the exvient that
s guestimates have the trappings of saent™ tonh

Behavioral Change

Work i behaviors and judgment and foss
usually desenie tfor each occupation the parnulye
behaviors that e webated 1o steh baae Brsicw o
as protit, viabibity and growth. Incresnzsdy oo o
cducatons have been defining taming pouis i Bidio»

al terme and. theretore, adoptine observeble bl
ioral change as thea cnterion o evaiuation

“The Rev.™ says one human relations vice pread
“is to unalyze correctly the behavion that oo needed
for a job. It we do that, and then tid o ae
tuking o course emplevees canoand doo pug th e
behaviors 1o tse whether the employers are oy
visors handling disciphnary problens or lub tec b
moving through quality-conrml ceps

we've suceeeded.

then we

,,

The behaviora! critenion shares cettan o3 fhe e B

fems of cost anatv s, Tnat Teast one e dore ot

\
-
1

&
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Table 6.12: Methods Used for Determining Effectiveness of Company Courses

Management-Supervisory Courses

To Ti.in New

To Improve Performance To Prepare for New Jobs

Method Employees in Present Jobs or Responsibilit'es
Opimons of participants (instructois and/or students) 91% 90% 88Y%
Opinions of participants’ superiors .. ... ... ......... 5141 61 60
Tests of skill or learnings on completion of course . . ... .. 35 16 . 20
Measurement of on-the-job performance ... .......... 36 34 33
Other .. .. . . . e 4 4 4
Functional Courses

Opinions of participants (instructors and/or students} 74% 77% 79%
Opinions of participants’ superiors . . . .. .. .......... 69 59 60
Tests of skill or tearning on completion of course . ... ... 51 27 33
Measurement of on-the-job performance . .. ... .. . 60 47 44
Other . . . . 1 1 1

view. it also is “only as good as our understanding of

the kinds of behavior that are desirable. our ability to
observe and otherwise identify behavioral change. and
our insights into how durable such change is likely to
be.” These conditions, as many agree, become progres-
sively more difficult to meet as education and training
moves up from simple manual and clerical skills, and
aims to develop conceptual. managerial and profession-
al abilities.

Multiple Criteria

The result is that whether evaluation is informal or
planned. and to whatever degree planned. it terds to

incorporate a variety of criteria. This is exemplified by

an approach to which AT&T's education and training
personnel throughout the country have recently been
introduced. It four criteria for evaluating
training programs and for diagnosing aspects of them
that might be improved.®

stresses

Validity. The extent to which trainees can accom-
plish the behavioral or other objectives of the instruc-
tion. This is measured by “‘before™ and ‘“after” tests
which. the company says. should match the objectives
of the instruction with regard to the nature and
conditions  of actual performance and its quality
criteria.

glhrw crteria relate to what the company calls “external
evaluation. ™ Assessment of the extent to which courses or pro.
grams conform to “aceepted principles of industrial design,
development and delivery ™ appearance of materials, behavior
of instructors, accuracy and completeness of content, and so on

mvolve a second recommended process of “internal evalua.
tion."’

Transfer. The extent to which trainees are able to
perform *in the on-the-job situation.” This is measured
by direct observation - either of performance of the
tasks from which the instructional objectives were
derived. or of the results of the performance.

Acceptance. The extent to which users of the
instruction approve or accept both the content and its
manner of presentation. “Users” are instructors.
trainers, supervisors and managers. Indications of ac-
ceptance are “‘expressed liking” and use.

Worth. The ratio of value received to cost of
training. as measured cither by direct dollar compari-
sons — or by estimates of increased productivity.
reduced turnover, absenteeism or lateness. and savings
in time or materials, as compared with direct or
estimated costs of providing the training.

Sources of ‘‘Feedback’’

Various methods are used in industry to determine
how well behavioral objectives (or other ends thought
to be predictors or precursors of behavior) have been
realized, or specific skills or information have been
imparted in the training process - and to gain insight
into ways in which subject matter. methodology or
other elements might be improved.

According to the Board’s survey. . .

"~ The most common source of information is per-
haps the least objective one and certainly the mcst re-
mote from on-thejob behavior - the “opinions of
participants (instructors and/or students).”

Next in order of frequency of mentions. was the
“opinions of participants’ supervisors.” These opinions

"DURING-HOURS PROGRAMS 59
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presumably reflect ob.ervations of performance that
have been made informally at?er cotrse completions.

A fairdy close third in raak order was “measure-
ment of on-the-job performance.” However, 1s phone
conversations with a sizable number of companies in
this group disclosed. “measureme,t”™ was interpreted as
any effort. however intormal or “subjective™  a word
that appeared often - to judge performance improve-
ment.

Reported  least were
learning on completion of courses,™

often “tests of kil or

The opinions of participan' . rigure more promin-
ently in the evaluation of muanagement cousses than
functional ones, while the reverse is true for testing
and measurement methods (see Table 0.12).

’“

60 THE CONFERENCE BOARD

The frequency with which cach method was used
proved to be quite simiar among companies  off
different size and type. Nor., except for a greater
tendency  to mentton more than one method, did
companies  that rated their programs highly indicate
any difterence from others in the methods used. The
training director H»f a large manufucturing fiem may
have summed it all up: 1t the ability to" cope with
uncertainty is one of the marks of 4 mature executive,
experience in education and training may be the best
kind of preparation. Yeu, we're trying to manage by
objrctives, I think we're clearer than we used to be
about what we want to achieve in » course or program,
and we've developed more ilicient playback systems.
But common sense and good judgmient are still vital
ingredients.”
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Chapter 7
Industry and the Schools

COMPANY EDUCATICN AND training is  Jdressed
to the gap bhetween the knowledge and ski'ls that
cmployees possess and those they are thought to need

a condition that poses two important  guestions:
How do the senior personnel exec itives of  mjor
corporations  define the respective sponsibilities o
ind” ry and of the schools (1d college. for vork
preporation: and how we!le in their views, are the
educational institutions doing their part?

They ar closest (o consensus in their beliet thi.
our cducation system should give gicater en ~hasis to
preparation for work, Asked in the Board's survey to
comment on the “apparent trend” among many secon
darv and post secondary dinstitutions toward increased
emphasis on vocational skills and  career educution,
three out of four voiced approval of it
quite cmphatic terms

often in
sone stressing the need of
individuals, others of the cconomy or “society.” and
still others of business and industry.

Among the relative handtul 1aat demur, some sav
that too much emphasis is already being placed on
vocational education, but most voice concern about
the possibility of overspecialization - the emergence of
a svstem that “trains narrowly™ instead of “educating”

and about the neglect. particularly. of basic literacy.
the 3 R's.

Remedial Aspects

As u group these executives tend to think poorly of

the present performance of the schools and colleges in
preparing people for work. Of those who express an
opinion in  this area. 47 percent think  that  the
performance of the schools in their work-preparation

role is only “adequate or fair.” Near'  ax nany. 41

reent, characterize it as “inadequate or poor’™: only

P
12 pureent think it is “good or excellent.”

¢
2
Waen executives were asked to select from the
diffzrent types of eduacational institutions those thy
are performing particularly well or poorly their role of
preparing people for work, clear and strong discrimina-
tions appear ‘Table 7.1). Institutions specializing in
cecupationally  related  knowledge  and  skills e
markedly favored. By nearly 10 io 1 executives think
that “four-year colleges ~  engineering/science”™ uare
doire particularly well: 7 to 1 think the same of
“two-year colleges vocational curriculum.” By con-
trust, unfavorable ratings outnumber the favorable by
maore than 5 to 1 both for “four-ycar colieges
arts™ and for “secondary

liberal
academic curriculun.”

But this predilection for occupationally  riente
institutio: 5 is not itself witout discrimination. “Four-
veur colleges business™ and “secondary schools
 for ex: mple. fare much wors»
than others. Morcover, as will be seen. an important
sademic high
schools and liberal arts colleges is not that they ack a

vocational currizulum.”
clement in - oosiness™s  quarrel with

vocational curriculum, but that they perform poorly
what they themse. os perceive to b their ost ba
tunciion  developing competence and ski' in the use
of language and the intellect.

Areas of Neglect and Deficiency

Work skills are said to be “gene.al™
they wre applicable to a variety of jobs or tasks within
a firm. They are “specific™ to the extent that they are
limited to particular jobs and firms  that is. are not
transterable. It has been observed that while there are
no true examples of complerely gencial skills, these are

to the degree

INDUSTRY AND THE SCHOOLS 61
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Table 7.1:

How Executives Rated Educational Institutions on Their Work-Preparation Role

Believe Institution Performs

Work-Preparation Role . . .

Particularly Particularly Total Percent “Poorly”
Well Poorly Mentions of Total Mentions
Four year colleges — engireering/science . . . . ... ... ........ 44% 4% 48% 8%
Two vear colieges — vocational curriculum .. ... .. .. ... . . 51 7 58 12
Private vocational . .......... .. ... ... .. . . . .. . . 29 10 38 25
Graduateschools . ....... ... ... ... ... .. ... .. .. 28 12 40 . 31
Four year colleges —business ... ... ... . ... .. .. . 28 20 48 41
Secondary schools ~ vocational curnicutum ., , ... . ... ... 26 27 53 51
Tvs)q vear colleges —academic . . ... ......... ... ... .. . .. 17 23 40 57
Pomacy .o 13 22 34 63
Four veor colleges — hiberalarts . .. ........... .. ... .. .. 10 34 44 78
Secondary. — academuc curriculum . ... ... 9 39 48 81
. .
approximated in_an industrial ecconomy by “basic cither the precise nature. or the degree. of the
literacy. by the \ubilily to communicate, and by a deficiencies perceived. But it is clear that they encom-
commitment to industrial work rules.”' Or. as an puss a wide range. Some executives refer to basic

officer of a leading manufacturing firm put it: “ie's
impossible to know what our nuanpower needs will be
in five or ten vears. and th refore the basic need is for
flexible people who have “been trained in reading.
writing. basic computational :)\\Qx and thinking. We
can teach them the rest.” N

A striking comment on  the r\w)nsivcnms and
achievement, as well as the limitation. { the rel-tively
unceordinated complex of institutions ih;\n CoiLprise
our education systen: is that on the threshold or
“the post-industrial age” it is about general work
comp- ‘encies, not about specific technical skillk\u;l\d

NN

professional knowledge. that business executives must

commonly  complin. When queried as to subjects\

skills or other arcas receiving insufticient attention in
the schools und colieges. or being  overlooked  or
neglected. onlv one executive in seven mentions a
specific sKill or knowledge area. Moreover. these are so
varied that only a tew such areas are mentioned by us
many as two or three pcrccnl,:

By contrast. over 54 percent of the executives refer
W lunguage  skills English. communication  skills.
teading. writing, and so on  as areas of deficiency., h
is often impossible to distinguish in such comments

lI'clcr B Boennger and Michael ) Viore. friternal Labor Marke ty
and Manpower Analvsis, Fexington, Mass.: D.C. Heath and Com-
panyv_ 1971,

2 Ihe Skills were in such categories as: industrial instrumentation
technology. testing and *aboratory™ (3 percent): typing and
seeretarial (2 pereent): sales and marketing (2 pereent): and
welding, m ~chineshap and metal cutting (2 pereent),
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N

literacy: T most elementa' ability to read, write
and speak properly.” “‘reading with comprehension.”
“grammar.” “punctuation.” Among others the refer-
“communication.” defined by one to include
“all verbul interaction and the environmental and
personality factors that influence it.”

It any generalization can be made it is that. at all
levels of schooling. too many employees lack the
language capabilities that executives think they should
have. Entry level blue-collar wuoikers may be func-
tionally illiterate: clerical workers may spelt or punctu-
ate  poorly. speak or write ungrammatically: super-
visors. managers. scientists and other professionals may
be unable 10 organize and present ideas well. orally or
in writing,

Mathematical or computational skills are mentioned
by about one ‘n four (24 percent). often in addition to
l;ihgmgc skills. However. this area was rarely clabor-
ated*ypon. most executives simply noting “math” or

“arithnwgic,”
Languads and computationai skills are not the onty

general comp\ckcncics said too often to be lacking. and
for which at ledsg some measure of blame was placed
on the early one-fitth (I8 percent). for
example. mention ong or more nonskills aspects of

work readiness.  Heading o smaull catalog of such

ence is to

schools,

deficiencies is an understanding of what some execu-
tives call the “workplace realites.” These range from
ignorance  about  beginning rulci*\()t" pay. speed of
advancement. and  standards  of behavior, to faulty
attitudes taward work, discipline and ?h;gomplislnncnl

sometimes  expressed as a rclucl;mc[“._\lo aceept

7
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Table 7.2: Portions of Companv Programs Executives Believe Are “Really the Responsibility of

the Schools to Provide’’

Company Size

10,000 employees andover . . ... ... ... ... .. .. 4
5000-9,999 ... ... 49,
2500 ~4,969 . ... ... 62
1,000 -2,499 ... .. ... 60

500 - 999 . ... 78

Company Type

Manufacturing . ... ... L 69

Transportation, Communications, Utifities . . . . ... . ... . 50

Wholesaleand Retail . ........... .. ...... .. ... . n

Financial and Insurance ... ................ ... .. 48

Other . ... .. 66

Total ... ...,

Portion Not

63%

little Some Much Most or All Indicated Total
14% 32% 1% 1% 2% 100%
1 25 8 2 5 100
9 .23 3 - 3 100
5 26 6 2 1 100
7 11 3 — 1 100
8 18 5 - - 100
15 28 4 - 3 100
3 15 2 6 3 100
10 30 8 1 3 100
4 21 6 - 3 100
8% 21% 5% 1% 2% 100%

Note: Base is those companies providing any courses for employees during working hours {75 percent of all companies).

responsibility, or as a “breakdown of the Puritan work
ethic.™

Some executives (7 percent) also complain about
deficiencies in “interpersonal skills.™ These are often
conceived as outcomes of tormal study (e.g., courses in
management psychology). but sometimes simply as an
inability to get along with peers or supervisors. A tinal
complaint by a number of executives (6 percent) in
the arca of general work competencies is about the
poor development of various intellectual and conceptu-
al abiiities. such as “analytical skills,™ the ability to
“plan.” “organize.” or “make decisions.”

One related only  tangentially  to
preparation, is  mentioned by a  fair

work
number (12
Otherwise. most of

subject,
pereent) cconomic education,

the remaining  criticisins fall into two  categories:
reiteration of the view that the school system as a
whole is not sufficiently oriented toward the teachmg
of “practical™ or “marketable™ skills. that there is too
much emphasis on - liberal arts: and that  particular
kinds of schools or curricula engineering, business,
vocation, post-secondary  place insufficient stress on
problent solving and “practice.”™ In other wornds. there's

too much “theory.”

Compensatory and Remedial Programs

However much these deficiencies may detract from
the etticiency  with  which
learned  or work itselt” performed. their impact on
formal education traming activities has. in most instan-

ces, been maodest. Only S percent of participants in the

specitic work skills are
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study say that “much™ of their employee education
and training during recent years includes subjects or
skills that are really the responsibility of the schools
and colleges to provide. Only one percent describe this
portion as “most or all.™ Somewhat over one-third. in
total. say that such subjects or skills are any part of
their program  and. conversely. nearly two-thirds that
they are not part of it at alt (Table 7.2).

Remediation is an imprecise concept, and is used in
industry in a aumber of ways. For some executives it
refers to the correction of bad work habits or faulty
methods: for others the relearning of forgotten know-
ledge and skills: and for still others any instruction in
knguage. A large bank offers “wsper remedial pro-
grams™ that include instruction and couwching in such
“eollege stndy skills™ as how to take notes. prepae for
exams, end uvse o library: a manufacturing  tirm
reported  that -5 Board Chairman took part in a
“remedial™ com nnications course.

“Basic™ has a narrower and
mure comumonly shared meaning. Bu! even “hasic”
language and mi themetical competencies are far from
defined. One  company  placed courses in
“effective reading, speaking and listening™ on the basic
side of the line: another. courses designed to help
employees gain high school equivitency diplomas: still
another. “brusi-up courses in typing and steno.™

Using criteria that thus range fairly broadly. 11
percent of companies report that they provide some
basic remedial their employess. Light
percent say they do so during working nours, and 3
percent after working hours (see Table 7.3).

semedial  education

precisely

courses for
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Table 7.3: Percent of Companies Providing
Courses in ‘‘Basic ‘Remedial’ Education”’
Last Year

Total
After  During  During
Work Work and/or

Company Size Hours Hours After
10,000 employees and over | ., . . 149 29% 35%
50009999 ............ 6 14 18
2500 -4999 ... ... . ..... 12 14 22

1,000 - 2,499 6 4 10

500 - 999 . 4 4
Company Type
Manufacturing ... .. ... L. 5 7 1
Trg)‘nsporlallon, Communications,

Utiimes ., . oL 0oL L 8 8 13
Whotesale and Retos! 1 2 3
Financial and insurance . . ... .. 6 18 20
Other .. ... ... . .......... 6 4 10

All componies ... .. ... ... 5% 8" 1Y%

‘ Less than *; ot 1 percent.

Nearly halt’ the companies that provided remedial
courses sald they did so to train or instriuct newly
hired emplovees. Two out of three said  that an
objective wus to improve the skills of prasent em-
plovees: about a third that it was to prepare present
employees for new jobs and responsibilities.

Once final perspective on the relative importance of
basic remedial courses in the scheme ot total corporate
education-training is that something on the order of
30,000 cmployees are estimated to have participated in
stch conrses fast vemr during working hours  dess than
one pereent of the well over three million who took
part in other courses of study “on company time.”™?

Program Determinants

What  distinguishes  the relatively smuall group  of
companies having remedial programs wiwether these
are defined i the narrower or the broader-sense
from the much larger number that do not: and what
determines the scope ot their programs? As is true tor
company  edieation-training  activities  gencrally.  the
answer seems to be a blend of need and resources.

In ity rarest and most acute Yorm. remedial ednea-
ton may be necessary it joby abe to be filled at even

) : -

Aceording to sunveny projections, about 700,000 emplovees also
toak part anoa variety at courses that were provided by the
companty alter hoaues  but no breakout ol nambees can be made

tor remedial coarses.
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mintnum levels of competency. Most commonly, how-
ever, it is undertaken to improve or upgrade cm-
ployees” skills and to increase the number available for
promotion. To the extent that affirmative action goals
are involved. as is often the case. cost-benefit is not
the only, or even the most important. consideration,
Morcover, competencies sought in these programs are
not solely related to job performance. For example, 4
stated aim of basic literacy education in some firms is
that employees be able to read job postings on bulletin
boards. One company began a reading course tollowing
the death of an cmployee who could not read a
warning sign. In general, the need tor remedial educa-
tion is greatest when two conditions are present
large minority-group representation in the labor mar-
ket, and a business enterprise that requires  basic
Linguage. communication or computational skill in a
large proportion of its work foree.

Given these conditions (and the treguent absence of
a dolfar return on expenditures), remedial programs are
likely to be encountered in firms that can most casily
absorb their costs. These, ot course, tend to be larger
firms which are also under greater scrutiny by
governmental agencies concerned with aftirmative ac-
tion. The ecconomies of scale that encourage large
companies to organize and staff for other kinds of
cducation and training apply to remedial education as
well. And remedial programs involve only  marginal
costs  when other  programs are alrcady in place.
Jompanies better able to pass these costs along in their
pricing, whether by virtue of market dominance or
regatation, are also more apt than others to assume the
Kinds of social programs ot which remedial education
is an example.

One turther consideration is known to have influ-
cnced some  companices the notion that remedial
programs are inappropriate to business. This may be a
matter of dogma (a beliet thuy the only proper task of
busmiess is to provide goods and services 4t maximum
profit). or it may be more pragmatic. As one company
cducator expresses ittt “Industry people simply don’t
have the special competencies that are needed™: a
point of view that other industry educgtors dispute.
sontetimes with ardes,

The net of all these influences is that remedial
programs are found in an nnusually high proportion
of  financial  institntions banks and  insurance
compianies (20 percent)  but in very few (2 pereent)
retailing or wholesaling firms. They are found in 35
percent of large companies, those with 10,000 or more
emplovees. but in only 4 percent of those with fewer
than 1000 cmiployees. Finally. they are nearly twice as
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likely to be present in companies located in cities with
20 percent or more nonwhite population than in other
places particularly those in the Boston-Washington
corridor, which account for 12 percent of all <om-
panies surveyed but for 30 percent of thuse with
during-hours remedial programs.

B ¢

Appraisal

While executives responsible for them differ in their
appraisals of the effectiveness ot basic remedial peo-
grams, as well as in their opinions as to whether what
successes they have had reflect unfavorably on the
performance of the schools, none appears 1o believe
that industry educators are privy to skills, insights or
tools that are unknown to the world of nonbusiness
educators.

Some see their results as mixed. and interpret
their achievements among student-employees who had
not learned at school as a retlection of different
conditions, They argiie more or fess as follows: “Yes.
weve had a good deal of success we've greatly
improved  the reading and  writing skills ot many
employees, helped others through General Equivalency
Degrees, and even put a few onto pretty fast tracks.?
But we haven’t always been successtul. and where we
have iUs hurd 1o say how much of our aceomplishment
is due 10 our methods and how much to two other
important factars  that our students are older, more
mature. and more settled than when they were
school. wnd  that they  are much more powertully
motivated by tinancial and career prospects. Maeover,
we tend to select the best we cun to “eream’ the
market. One of us. for example, screened 300 gpel
cants not s long ago o oselect 24 1L g remedis!
program for clerical jobs

Others see their « Lys as evidence that the s hools
could have saved the o« the trouble. “The tailuze of the
schools would be evident ra educatony it thoy ever
took the trouble to wo o g classroom.” - aid rhe
director ot manager - nu developmeni o one lar - e
“Welre doing what then ought e be doing, s as
result are not able to do properly what we o .0 1o he
domng. College wiadio s can’t ante repn. . high
school graduares can’t read. spell. or w. oo and 1vpi s

't type more than 30 words o ninute and ey

".\'m\u the start of oremeda’ procram an 1970, or eve e,
dhont 200 craplovees of Polarond Coororatio o e talen RSN
s GED program. 200 gottme dnch s 0 diplomas )0

revieswang ar prepara g P college. The b wd o the pragram
reports UWese s b ot gone througn one em s papualy
o sath GEDS O amd are now respendin ra te al needs ot

these people &
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all have poor vocabularies. Twelve years is a lons time
to spend in school and vot come away with the busics.
Maybe kids should come to us when they re eight
years old.”

Finally. o few believe they have tailed. “We tried it
several times.” a bank official said. “and it was a

_disaster. We do run a sort of remedial progran: 1o bring

people up to necessary typing and secretarial skills
levels. but busic remedial
for experts
been out of our depth.”

education i an area for

specialists and. quite frankly, we've

Industry as Model

The corporate education system has three character
isties that set it apart from more traditional ones.

First. there is the unusuallv high motivation of s
participants, All are adults, and les ving in circum-
stances in which the rewards of st oo ' eneliies

of failure wie perceived by them te -+ we Mving

present and future earnings as wel o poecige. self-
erteen, and the realization of ~ .o couk ecause
their motivation and learning re ssumed.
Coiesiors have

recently written, “to ace st an ecaational -

Vs e e
it becomes possible, as two indieoy
asophy
which iwplies that responsibilic ¢ vwieee - 25 not
lie with tne students. .. but with - o
and teaching materials.”™ 1t wlso 7o
Make  extensive we  of  progran
self-instructional technologies.,

nal staft
possible 1o
materials  and

A second characteristic ot corpeiie education s
that the workplace 1. the setting for o< th the learning
and the doing. This  ans, tor onc thing. that the
fermal courses and other ff-thesjol. instruction that '
one ont of eight employees were involved m during
1975 are only the more visiole, and measurable. parts
of a fur greater whote. Most e.iployee learning takes
place on the job through private instruction and
coaching by upervisors and peers, and through obser-
-ation. problem selving, and even trial and error. A
good deal of this en-the-job training is planned. Many

fioos have courses to teach supervisors how 1o train:
coolovees may be twken through discrete and forn...
ieorming steps: speciatized training personnel and st
portive materials may be brought into play. Moreove-
on-the-job that is. work experience mas be
mtegrated with classcoom instiuction in planned o
often individualized and serialized sequences of theory
and practice. forwl leaming and problem solving. It is
by o means easy (o distingnish work from fearning.

“Hreanscome and Gilmiero, ap. G, p. 220,
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Attitudes of Executives Toward Voca-
tional Skills and Career Education Trend
in Schools and Colleges

Following is a recap of responses to the Con-
ference Buard survey question: “We are interested
in your views about the proper division of respon-
sibility for career and job training as between
industry and the <chools. For axample, increased
emphasis is being placed on vocational skills and
career education by many secondary and post-
secondary instructions. Piease describe what your
attitude is> toward this apparent trend, and why?"’

Approveoftrend. . ............. .. 44%
People need to b2 prepared to
get and hoia jobs . .. ... ...... 18
Society or the ecnnom s need more
and better trained pcooie .. . ... 12
Indu::ry or employers need better

trained peopls .. ... ... ... L. 12
College degrees (esgecially in liberal
arts) are overvalued . .. ... ... ... 10
Vocational guidance needs more
emphasis . ... . .............. 3
Other ......... e e e 6
Approve of trend -- made no further
comment ... e 32%
Disapprove of trend . .. .. ... ...... 4%
Other attitudes and vpinions . . . . ... ... 20%
Schools and indwustry ach have
roles . ... L 10
! Problem is not vocational, hut bas.
and interpersonal skills ... ... ... 5
O1rer o 5

The third Civiracterisoie of corporzte education is its
pragmatic orieiviaiion its role as .n instrument for
achieving other soals business profit. growth, and
viability and its accountability o a private and
relatively narrow constituency. In this 1ole it is. in
fact, part of a larger, corporate human resources,
system cae that mcludes, for ¢ .ample, such activi-
ties as te.gitment, seleciion. and placement: pay and
ather 2 s of compensaric o and manpower planning

by which companies seek to assire themselves of the
present and futwe availability of competent em-
ployees. Corporate  educat:on  is  concerned  with
achicvie g Timited anu specific ends in the most eco-

nomie and etficient way. Sit ce paid time oft the jeb is
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generally  the most expea-e aspect of employee
education, efforts are made o keep courses as short os
possible and to make

muaterials, which can he

ucimum use of selfstudy

vursied  during  off-heurs,
Course content, refateu as 12 ts to company problems,
products, and processes, verges towsrd the p: - ular
and away trom the wistrac  the atilitarian ratie, than
the theoretical. Much o <\is materal is more appro-
priatelv taught by -0 ating specialists +: . managers
than by protessionai eutcator-. The lerstiv of company
courses tends to be determin:d by 1o o -terion other
thuan whai is needed o (oo pu seular skills or
kncwledge to specifi. cruptoyes o L Lps. Courses, or
“modules,” o! just a few heurs 2n comsaon. (¢Ofi-the-
job instruction is given in small ioses s needed,” one
training ofticial said.)

These characteristivs -~ thai *+, the special attributes
of the student body. i+ itsuvctional setting, and the
educational goals e dorms and methods of
the corporate sys.om

Anepe

Executives’ \/;

A rather sn.i minority about one in tive - of
the participants i this study rejected the idea that
business has anything to teach traditional institutions
about educztional methods - several, indeed, suggest-
ing that :he reverse may more usually be the case.
These e« w:tivas tend to view differences in practice
hetween . 'Lty and the schools and colleges as
stemming entirely from their different conditions and
2ouls, and not ut all from anything special either in
business's under. +ding of learning theory or in its
teaching methods

M-t, however, while also acknowledging differences
in aims and circumstances, believe that certain of
industi: " methods could advantageousty be adopted,
or put to wider use, by these institutions.® They
identified and recommended a variety of such
methods, which tended to be strands of a single fabric,
and to reflect shared perceptions of a basic difference
in the business approach. Its chief elements are a stress
on greater student involvement in education processes;
tailoring of methods, course length, and curriculum to
individual needs; and increased use of instructional
technologies.

f’lho question  they  responded  to, in full, was:  “Some
observers believe that certain of the methods of education and
training  emploved by industry  could advantageoushy  he
adopted by the schools and colleges, Please comment on this
View. floting feasons why vou agree or disagree, and viting
relevant examples, ™
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Mentioned most frequently was an emiphasis on
Cactive learning™ und participative techniques.™ in
contrast to what one called “lecturing and student
passivity.” Industry’s use of role playing. simulation.
“hands-on™ instruction, case study, practical applicu-
tions, and “involvement,”™ many executives believe. can
serve as i usetul model for the schiools and colleges.
From o major firme of accountants contes this con-
ment: “Learning by doing (basic John Dewey) cunnot
be overlooked. The maore direct and applied learning is,
the better the learner learns.™ A pharmaceutical execu-
tive savs  that if “simulation exercises” have been
applied to such subjects as philosophy. they surely can
be to "more mundane subjects like math. English and
art.”

Inherent in participative and active learning tech-
niques. others suggest, s “feedback™ and “two-way
communication.” and thus a greater role for students
in-influcncing how. and at what rate. they are taught,
This may occur not only in the classroom, or through
students” evaluations and suggestions on completion of
corses. bur by the involvement  of emplovees in
course and curriculum planning. *Educators talk demo-
cracy and participative society.” savs an  insurance
exceutive: hut too many do not practice it.”

Some o phasi.ed “teamwork” described by one
as sl groups o three to six working on applicable
exercises” as 4 participative form that has a specitic
learning goat as well. A food manutacturer believes:
“Learning methods that stress peer support and team-
work, and that involve participation. self~instruction
and self-evaluation. are missing in the schools, but are
essential in the business environment.™ And an aero-
space executive calls for “more emphasis on coopera-
tion, less on competition.”

The theme of greater attention and adaptation of
instruction o individugl needs was stated explicitly by
4 number of executives. and appears in other guises as
well. A bank official thinks that there is “a more
realistic approach by business to individual capabilitics
and attamable levels™: u publications executive, that
there 1s “more tailoring to the individual's needs.™ The
schoals and colleges should give “more attention to the
assessment of cach person’s needs and abilities”™ which
means, among other changes in method, “loasening up
ngidities of courselength instruction,” and “making

greater use 1 ocourse modules’ others suggest,

Self-teaching

o muany i industiy . another potent mieans o
individuzhegrion s selfanstiuction with programmed

materals. and particutarly with the support of audio-
vistal technology. “Education is bound by tradition
and past practice,” says a bank official, who goes on
to describe the speed with which typing trainees move
“trom zero knowledge to 30 words per minute through
self~instruction programs with the aid of audiovisuals,
The instructors show students how o use cquipment.
and students come in at their convenience with the
instructor meeting the entire class only periodically.”

A chemical official says that “audiovisual techniques
and programmed learning techniques were pioneered in
business. and are still not being used as extensively as
they could.™ In the view of an executive in a top
clectronies firm: “Colleges could  utilize  selfstudy
media. such as computer-ussisted. or managed. instruc-
tion, for @ number of internal ‘mass courses’ such as
freshman  math, statisties and  sociology’ frecing
taculty tor smaller group discussion.”

-mphasizing the Practical

Methods. of course. are shaped by purposcs. and
sometimes it is ditticult 1o distinguish one trom the
other. Thus, second iu frequency of mentions only to
the idea that the schools should adapt industry’s
emphasis on techniques of active, participative learning.
keved to the individual, is that instruction should be
balunced more on the side of the “practical ™ “real.”
and results oriented™; less on the “theoretical ™ This
theme has several variations that opportunity for
applying theoretical knowledge to actual situations is
not provided in the schools: that the theory itself is
too often irrelevant, or tangential to *“real world™
needs: and  that too littde use is made of actual
practitioners in teaching and course development. An
electronics official, for example. touching on each of
these points. savs: “Too many  universities do not
provide, or show. or know. the practical approach of
what they are teaching. Many engineering schools, for
example, lave facutties with no practical or industrial
expericnee. As i consequence, they emphasize more
theory 1o the engineering student than applied aspects
of engincering.”™ A muanufacturer of electrical appli-
ances finds the same lack in business schools. com-
menting that “e=uplovees in professional and mana-
gerial positions seem ill-equipped to deal with  the
reality of the busimess problem or situation. Particular-
ly the most recent graduates
MBA'S
full to understand or recognize that costs in a recession
nay - make  the

and most of all. the
know the theoretical. textbook answer, but

theoretical  solution impractical  or
unnunageable.”
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Joining others who call tor an infusion ot experi-
enced people into industrial instruction, an insurance
executive adds a turther point: *Teaching requirements
ae s too ngid inmy opimton, A man with 15 veuars
of expenence inindustry, who could be an ettective

68 THE CONFERENCE BOARD

teacher, cannot teach unless he has so many hours
toward his masters degree. Thus students never have
the opportunity to learn from business people with
practical experience, but only from those with class-
1oom exposure.”
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Company Profiles

Tlll{ FOLLOWING PROFILES offer a perspective on
company programs somewhat different from that of
the main report a glimpse at the range of programs
within individual  firms and at their place in the
organization. The several companies represented here
were selected to ilfustrate the activities of ditferent
kinds of finms  not. necessarily, the best.

Cincinnati Milacron

Cincinnati Milacron, known as the Cincinnat Milling
Machine Company until 1970 (and as the
Cincinnati: Screw and Tap Company) employs about
13,000 people at facilities in the United States ad six
Ewropean cour tries. About half this number are in the
United States, most of them in or around Cincinnati.

carlier

Formal training for some of its new emplovees has
been integral and essential to the company’s operations
since its beginnings in the mid-nineteenth century. But
after decades of relative stability in their content and
methods, Milacron’s training programs are today in a
process of considerable change. The main elentents:

decentralization in customer training prograins;

a shitt from standardized to flexible and indivi-
dualized programs:

an emphasis on managerial skills:

a greater role for continuing education:

a formal triining program for new operators:

an assessnent center.,

performance appraisal programs for both hourly
and ranaried employees.

Behind these changes are changes at Milacion itselt,
m the soaewy at large. and in the sigte of the art of
personnel development.

T/
f

o

Earlier Programs

Prior to these changes, all training at Milacron was
accemplished  through  three  programs.  which  were
standardized in content and administration and. with
few exceptions, addressed to new emplovees. During
their training, these employees would be on the payroll
of the Training Department. Training was conduvcted at
a Training Center that included a “vestibule™ shop. at
which saleable products were manwfactured.

The three basic programs were:

(1) An “Apprentice Training” Program. Those who
completed it were not aceredited as journevmen by the
U.S. Bureau of Apprenticeship and Training but did.
company  officials say. acquire more advanced technical
knowledge than most apprentices do. Prior to the
19741975 business downturn about 50 young men
entered the program in a typical vear. Fuch was slotted
into ten skills areas. such as engineering
drawing, mechancial. electrical. foundry, metal fabri-
cating. and patternmaking. Al began  their training
with 80 in shop mathematics,
blueprint reading. hard tools, safety, measuring and
the use of

one of

hours ot classes

measuring instruments, as well as more
seneral information and then moved to 4 schedule
of planned job experience. This schedule varied ac-
cording to the skills arca. but was 2ssentially identical
for all going into a »~articular area. These apprentice-
ships ranged from 4,000 1o 8.000 hours, or from 2 1o 4
veuars.

(2) a4 College Training  Program. A number of
college  graduates, usually about 50. have been em-
ployed euch year as trainees  in business administra-
ticn. computer seience, marketing and  a range  of
engineering and technical occupations. Like the Ap-
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prentice Program, this system had a common core of

carly classroom and shop work., tollowed by a pre-

scribed sequence of job assignments and o:her tasks.
(3) A Cooperarive Fducation Pregram. Milacron was

one of the nation’s carliest cooperative employers. s

program,  which  began  with  the  University  of

Cincinnatic presently includes other colleges two
vear. assocrate degree colleges wmong them. Typically,
a-tour-year college student will spend the first year tull

tine at schoois the next three alternating 10 weeks of

school and 10 weeks ot work: and then spend a fifth
full term at school. In nost cases. the student has
hecome o full-time employvee of the  company  upon
graduation,

Changes at Milacron

Until recent years these programs for new cm-
plovees were virtually synonymous with training at the
company. “Anvthing else was incidental.™ an executive
SAVS.

The most eritical factors accounting for Milacron's
new approach to training and development have been
changes in the technology of ity traditional business
the manutacture ot machine tools and the com-
pany’s diversitication into a vaiety of tields related to
the new technology. A company execittive says: “We
have been caught up in the development of mini-
computers, microcireuitey and  numerical control svs-
tems. These developments have led to machines capa-
ble of previously unachievable precision. We are in
plastics. with processing iachinery and with some of the
manutacturing  chemicals stabilizers. catalysts and
additives. Printed circuit-board material, silicone expi-
taxial wafters, and plastics are a long way from grinding
and milling machines.”

Technological change and diversitication *.ve been
sufticient, it not the only. reasons for b nging
Milacron’s centralized and standardized sys> o "The
time when we were such a relatively sit « coul-
burlding business that a trainee could cid ap o 2
generalist, flexible enough to do a variety of machin. -
tool qobs_ s long gone.™ savs a company oftical. It we
tiied to continue with that to include electronics.
plastics and  the rest the truining would go on
forever  Training needs wsed to be basic. anvolving
hy draubies. electric mechanisms, and <o on. Suddenly
things like the minicompitter_and electronic control
devices came along and everything changed.”

Moreover, it generalists were no _loager  feasible,
spesnalists often could not be properly trned at a
central facitity. Neither the necessary tools and cqmip-
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ment, nor the specialiced teaching capability. could be
ceonomicitlly assembled there. Finally. equipment and
technique were changing so rapidly that keeping pace
at “the Training Center became increasingly difficult.
“The gap between the new needs and the existing
means was tolerable. it troubling during the 1960’
but became too large to overlook by the early 19707

Changes in Approach to Present Programs

The new approaches that have been developed to
meet these conditions involve changes in the design
and administration  of existing  programs, and  the
development of new ones.

One  desiruble  step. management  concluded,  was
decemtralization. Cincinnati Milacron iy organized into
six divisions. cach a profit center responsible tor a
product or product line. Three of them. Machine
Tools, Plastics Machinery. and Process Control. market
products of such complexity that customers must be
given formal instruction in their use and maintenance.
For this purpose these divisions have long had Cus-
tomer Training Departments. These departments have
now been assigned responsibitity for all division-specific
training of employees.

Even the more generic training that will sti®t be
managed centrally will shift its Tocale tfrom the vesti-
bule. “In this new concept.” says a Milacron trainer,
“school will not be divorced from the main manutic-
turing plants. As far as possible we will use existing, in
place. equipment during down time.”

It decentralization of training wis necessary, steps
toward a system more responsive to new and emerging
needs. requisite flexibility, and cost efficiency called
for other changes as well - most important, a
revainping  of the standardized and institutionalized
method of prescribed courses and sequences, Virious
factors contributed to the obsolescence of this ap-
proach. '

First, under the cost pressures of the business
downturn of 19741975, the scope and rigidity of this
system canme increasingly into-question. (This period,
during which hiring and training of new employees was
at o virtual standstill. also provided planning time and
a helptul interruption of routine.) Another tactor was
the creation of a network of joint vocational schools
and school districts in the vounty. and greatly im-
proved vocational instruction. “*We hardly had 1o teach
fundamentals anymore.” savs a Milacron training ofti-
cial. Third, technological change increased the need for
retaining present eniplovees, as well as tor truining new
ones, and the training svstem had to accommodate to
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this. Finally, a whole new training and development
methodology,  which  had Lmerged in response o
similar circumistances in- many  other companies. had
been permeating the thinking of industrial trainers and
educators. .

The key concept of this methodology is individual-
fzation, or “training based on careful diagnosis and
preseription.”™ and  an - important  technique s the
“module.” A module is defined at Milacron as 3 basic
concept.” a unit of needed information and;or skill that
has been translated into a unit of study. Developing
needed modules requires that jobs be descred in
behavioral terms  (i.e.. “doing the job means being able
to do X0 Y and 72 and that the uHilily of an
mdividinal to perform these tasks be observable ghd
measurable. Thus, the performyhice
appraisal  process can match existing knowledge “and
skills needed  ones. and ascertain in which
modules an emplovee is delicient. A “prescription” can
be written for cach emplovee. A library of modules. 10

theory  goes. o

ALAINNT

which new oues are added and tfrom which others are
subtracted constantly, parallels a continuing redefinition
of need.

“Clearly.” Milacron otficial, “this s a
nethodotopy that applies both to new hires, who come
with dissinulur knowledge and skills. as well us 10
present  cmpiovees. And in many sanwe
modules will be applicable. At the start, the modular
concept is being applied to technical training. @ limate-
v 1t will include management development - ad «du-

SUVS a

cases  the

cation as well.”

Although training will, thus, depend on the know-
fedge. skills and learning rates of individuals relative 1o
needs, the  Apprentice program  will be
deswmned s that it will be approved by the Federal
Buicau of Avprenticeship and Training

corporate

sontething
that was not true in the past. “The Federal Bureau of
Apprenticeship and  Traming has chinged in recem
vear T osavs a Milucron official, Tt now agrees that if
It war be proven thut o student had learned 1 sibject
ar skl previoushy - or can learn at a faster rate. the
progeam can adapt to these considerations,”™

White techmical training has long been an mtegral
part of Milacron’s operations. the attempt o develop|
and mprove supervisory and other managerial skills
thrangh formal instruction had its tentative heginnings
only ubout 17 vewrs ago. At that time. management
contracted with o private consubtant for a course in
hasie management coneepts thai all saliied emplovees
were required 1o take. Since then, but particularly in
the last fow years. g more selective program has been
in eftect. But management trainivg has moved into

RIC
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prominence: During the recession period it represented
most of the company’s training actjvity.

“There’s no  mystery about our conversion 1o
management  developmient.” says a company  official.
“On the one hand new laws and government repula-
tions. changing attitudes of workers, and more compli-
cated” communications needs generally, made the role
of the supervisors a more sensitive and important one.
Ixperience  was  convincing us  that we needed a
management development program to keep pace with
the times. On the other hand. a body of ideas and
techniques was  being  devetoped. Muanagement  was
becoming a profession, with its own body of know-
ledge and skills.”

Continuing Education

Thus o training activity that was once developed
almost  entirely  to serve  anticipated  needs  for
machinists, engineers and other technically oriented
specialists, now devotes mijor attention o supervisors
und 1o others who have long since conpleted  their
“basic training.”

“Continuing education™ is conducted in daytime
and evening programs. Employees are “nonunated™ by
their iinmediate superiors o e davtime, or during
working hours. courses, and simply volwgteer for the
evening ones. In 1975, about 400 cm;;'lu_vccs took
daytime courses most of them a week long in
managerial and supervisory  skills, and about 250 in
technical skills, The evening program was attended by
about 220 (see box).

Three separate sources of information provide 1he
employee edvcation-needs intelligence from which both
the day and evening components of the Sntinuing
cducaiion curriculum are determined. One of these s
the evidence of emplovee needs and interests that s
acquired in the course ot career counseling. Second,
the same kind of information is gleaned from com-
pleted performance appraisals. all of which are routed
to the Personnel Development Department. Finally, u
tentative list of courses and descizptions is sent to all
siupervisors whé me asked 1o add subjects they feei are
missing, and  to infdﬁ':uc how muny emplovees they
would send and/or Tecommend to individual courses.

As aninformation” Nd 1o supervisors,  comptitadr
programs are being developed 1o provide  printouts
showing subjects and dates of course completions by
employees ineach department. This is already being
done ut the managerial levet, is being extended 1o

technival employees, and ultimately will include hotly—-

/

people ay well.
.

g ,/

-

/
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Introduction to Computers

Cobol Programming
CtP-2200

Electronics Ceurses:

L o

Fundaméntals of Electronics |
/ Fundamentals of Electronics ||
Control Circuit Fundamentals
Digital Computer Principles
Electronic Circuit Design

(

Management Related Courses:
Methods and Work Measurement

Production Management

Effective Communications
Finance and Accounting

Electronic Data Processing Courses:

Engineering Computer Applications

Behavior of Organizational Personn.i

— -

Courses Offered in Milacron Evening Educational Program

Mathematics Courses.

Basic Industrial Mathematics
Basic Statistical Methods
Modern Engineering Math

Nurnerical Control Cotirses:

N/C Programming Fundamentals
APT Programming
N/C Maintenance

Technology Courses:

Basic Machine Tool Technoiogy
Applied Industrial Hydraulics
Gage Systerns

Basic Metrology

Plastic Technology

Rasic Foundry Practices
Eagineering Standards

Ctiyv Formation

Seeyo-Control

ivlaintenance Injection Moiding

New Machine Operators

Machine operators are by tur the largest emplovee
category at Cinciinatic Milacron, and nonmally consti-
tute the largest number engaged in skills or technical

training at any time, “An eighteen-vear-old, just out of

High school. who finds himself in tront of a $100.000
machine and is told that he’ll Tesrn to use it to grind
metal to u precision of many thousandths of aninch.
doesn’t know  whether o ilee i panic or stand
awestruck,” savs a Milacron trainer.

Several vears ago a fourth new emplovee program.
“Machine Operator Shop Learning.” was introduced
i large part to give young recruits. with whom the
company  had  been expericncing high wrnover and
other evidences of restlessness, “a beiter understunding
of the point in what they were doing  its vadue in
relation to the other work of the company.’” this
official reports,

The tormal phase ot their training has been about
four weeks, though they have renained in a “Learner
Incentive Program™ for up to a tull year as required
tor them to reach normative performance levels. A
substantial portion of the formal phase has been in the
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classroont. and devoied to basic shop mls, + e

PR

reading, and the techingue o pressaon
Most of the remaining tme s been spent, S
introduction to machining proceos tomme, ool
drilling and grinding  und then < specbhied e
ton in the patticular mechine the rew crmploves e
vperite.

The Personnel Development Depariment

Training at the corporate level o he o b o
of the Personnel Development Departinent, whn b
diviston of the Personnel and Commnn Retyeon
Group one of eight corporate sttt - v e
current strength ot the department s o IR RN
seven in mid-1975, but down trom o pretion e gh e
ST orsow Itis divided into 1wo tunctona e One 1.
Basich Technical Traming, responsihle tor the oty ool
hriet formal progiams for new oper s el - 1l e

longer and mere comples progras o

new  college hirtes, and cooperatine o
ployees. The second o o Continne F 6
which \]L‘\L']\‘P\ classtoor: Nrovralts o

ployees.

Lo
¢
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The senior corporate exccutive tor Personnel De-
velopment, George Jaeger, has the responsibility not
only tor the programs of these two units, but tor
ensuring that the Customer Training Departiments of
the divisions follow company policy. As Mr. Jueger
puts it: "We oversee their training activities in
functional, but not line, way. This would include, for
example, our approval of training equipment purchases.
or ensuring that a division includes emplovees of other
divisions when it offers courses of general interest.”

John Breuner Company

‘The John Breuner Company is a 120-year-old retail
home turnishings firm. Tt has 19 stores, in northern

Calitornia, Arizona and Nevada, and a work force of

about 1,000, Its euarnings in 1975 were nearly $2.5
million: its sales about $85 million. Several years ago,
Breuner added a traimng professional to its corporate
stall and Launched its tirst significant in-house training
progran. The mwove, highlighted in the Annual Report
for 1974, was taken, the company said, 1o accelerate
the continuing program ot improving the productivity
of all emplovees, as well as to develop manpower tor
tuture planned growth.”™ Largely responsible for it was
4 new vice president and General Personnel Manager,
who had come to Breuner trom a major manutacturing
tirm. The person chosen to he the new Corporate
Tramng Director, Mr. Bob Eddy, had similarly gained
much of his expericnee with two  Lirge  national
COTporiations.

The Work Force

Most ot the company s tormal training activities
imvobve s managers aod sales personnel, with  the
wereht ot s newer programs directed to the tormer.
About T30 ot s employees are classitied by the
company as numgers, They include g small corporate-
fevel wrovps the managers of individua’ stores: the
mercdundising. operations and, inoa few cases. ales
rranagers, who report to the store managers: and those
who me e o assstan the manggentent ot particular
Jdepartments,

Phe compam ™ wales pesonnel comprise a0 mach
Lrper gronpoand e ot two classes. One handles “hig
ot e fnrmtinee, carpeting. outside diiperies

it e mmeroneds The rest sell acce sones™ and
v By pasrodls,

Finaly o hie company s waork feice includes techn-
P clerne and Liberers i sach o vaned tinctions s
creen e o e handee aeventony control,

i owoaehonane and defiven

Management Development Program

“The principle we tried to follow,” Mr. Eddy says.
“was to work from the higher echelons of the store to
the lower partly because it is logical to start by
trying to improve the skills of those who make the
most important decisions, but also because the super-
visors of those who are 1o be trained play vital roles in
the process, which they must learn.” Five specific
managerial roles are identified;

e selecting appropriate candidates for training:

e ctracturing jobs to provide “opportunity to practice
new learning for performance improvement™;

» fostering a work climate of support and encourage-
ment to learning and growth:

steaching and otherwise “helping the learner™ to
learn while accomplishing assigned tasks:

edealing * promptly and effectively  with “non-
performing™ managers.

The more formal aspect of the development process
is 4 nine-day program, conducted in three, three-day,
sessions that are spaced at three-week inteivals, and
timed for the company’s slowest months - early
February to June. By now the program has been in
eifect for two yeurs und virtually all those in higher
and  middle-management jobs have been through it.
“The idea from here on.” says Mr. Eddy, “is to use it
for new cmployees as they come in. The basic entry
levels for managerial jobs are management trainees and
department- heads. But all will have had a period on
the job before coming into the program.”

Management development at Breuner's is conceived
as involving three skills areas - conceptual, human and
technical. As described in an internal memorandum. . .

“Conceptual skills are those managernent abilities,
such as planning and problem solving, to coordinate
and integrate the activities, resourees and interests of
the company and channel them toward a common
objective. The need for conceptual skills increases and
that tor technicel skills decreases as a manager ascends
the corporate hierarchy. Human skills are those abili-
ties needed o refate effectively with people - to lead,
to communtcate, (o motivate, to delegate, to train, and
sooon, Technical skills are those abilities to perform
the “ob function with professional expertise and
thorough understanding of’ retail business.”

The mne-dav management course  deals primarily
with acquiring conceptual and human skills. Technical
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skills development is the responsbility of store man-
agement.

Fifty-one technical skilis needed by store manage-
ment emplovees have been identitied  in the areus of
merchandising: of personnel; of advertising and promo-
tiony of credit: of control. accounting and  inancial
systems: and  of - operations. They range from  the
ability to develop sales plans to knowledge of tederal
satety requirements: from appraising the performance
of subordinates 1o truth-in-lending: trom writing adver-
tising copy to warchousing operations,

For the most part these skills are learned on e
jobowsually as the occasions to employ them arise or
are anticipated. and in one-to-one encounters between
learners and  their supervisors, “To teach 31 new
department manager to develop his or hor first mark-
down budget.” Mr. Eddy explains. “a merchandise
manager may st walk through the standard steps of
the monthly  budget. 1eview the merchandise arith-
metic and cost areas involved with the manager and
then require  both as an exercise in simulation, and
to test whether the process has been mastered  that
the new manager develops the next month’s depart-
ment budget.” Some instruction takes place in group
sessions, often at weekly managers’ meetings in the
stores. And while there is not as much prepared
training material at Breuner’s as a few of the national
retailing organizations are said to have. a short course
in merchandising arithmetic has been developed for
general use. and other learning aids have been devised
inindividual stores and are often shared. Supervisors
are required to evaluate the proficiency of each of
their subordinates with respect to the S1 techical
skills items. and to set objectives tor them in a
quarterly progress report to the Corporate Training
Director.

Sales Training

Sales training is also viewed at Breuner’s as having
three compuonents product knowledge: administra-
tion, which *takes in all of the paper processing and
documentation connected with the business™: and sales
technique,

“Basically ™ Mr. Eddy says. “the sales manager. who
in many stores is the same person as the merchandise
manager. is responsible that his or her people learn
what they need to know about the proiducts they sell.”
A great deal of such knowledge is acquired informally
from superiors. associates. customers and suppliers. But
tha most important formzl source is the traditional
“Saturday morming meeting.” held ea*h week during
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the hour before the stores open, Often wm separate
catherings of “hig ticket”™ and “accessories”™ people.
vendors and manufucturers’ representatives, v'-o have
been invited to do so by the company. make presenta-
tions describing the fabrics or other materials used
in their products. the methods of construction. and so
on. Carpet salespeople have two special resources: A
consortium of carpet manufacturers puts on a one-day
seminar twice a year (attended last year by avout 4
Breuner employees). while one manutacturer has devel-
oped a course it that the company bought and uses,

Administrative  procedures are taught to all new
sales personnel by their supervisors, on ar individual
basis. To aid them. the company has prepared an
extensive 112-page sales manual, which describes .nd
iftustrates  the  various  transactions  and  forms  the
employee will encounter.

Sales technique. the third component of sal. .
training. involves one of the program’s more elaborate
features. Sales managers. who are responsible for the
training of sales personnel. are puided by evaluative
reports from “store shoppers.” Enmployed by a security
firm, but trained by Breuner’s for the purpose. these
shoppers visit each store every 90 days. Ostensibly
customers making purchases. they *shop™ about six
sulespeople on each visit - a schedule which assures that
most salespeople will be shopped onee a year.

A “shopping report.” submitid by the shopper
after the vist, characterizes sales p.ersonnel on “sales
approach and opening.™ “appearance, dress and groom-
mg.” “salesmanship and information.” “closing the
sale.™ “suggestive and add-on selling.” “attitude of
politeness toward customer.” and “goodwill and win-
ning customers.”™ It also comments on how promptly
service was offered within the department. “It is then
up to the sales managers,” so s Mr. Eddy. “to decide
whether the problems describe:] are such as to require
traiming  solutions. or are attitudinal problems that
require other handling.”

John Hancock Mutual Life Insurance
Company

John Hancock Mutual Life Insurance ranks among
the giants in its field the fourtli targest of the
mutual life companies in terms of insurance in force,
and fifth in total assets. It has about 17,000 em-
ployees. Six thousand of this work force are located at
the firm’s headquarters in Boston Eleven thousand
work in or out of six regional offices and 420 agencies.
All those in Boston. and well over 3,000 of those at
regional and agency offices (about 1.000 1, all). are



O

ERIC

Aruitoxt provided by Eic:

salaried  “Home Office™ emplovees. The remaining
8.000 or so constitute the company s “tield force™ and
are wholly or partially paid on a commission basis.

Reporting to the John Hancock’s Chairman and
Chiet” Executive Officer and to the President and Chief
Operations Officer are “executive arcas™ headed by
executive vice presidents  Corporate Secretary (which
includes  the human rxsources functions). Insurance
Operations, Group Operations, Field Management and
Marketing. and Financial Operations. Two kev staff
functions  which also report directly are the Law
Department, headed by a senior vice president and
general counsel. und  Advertising Public Relations,
hcaded by g senior vice president,

John Hancock's staffing policy emphasizes promo-
tion from within. And formal education and training
programs. designed to improve job skills and prepare
ciployees tor new responsibilities. are 1 key to this
strategy.

Pike muany laige companies. John Hancock offers
tuition assistance payments to employees for courses
taken at educational institutions. And like most other
insurance companies, it also encourages them to take
technical “insurance education™ courses that are pro-
vided hy organizations serving the insurance industry as
a whole. Other outside cducational resources are woed
as well notably. advanced management programs
offered at colleges and universities across the country
and courses offered by the American Management
Assaciation,

In-house Programs

In addition. however, there are several different
in-house education and training programs. for which 33
stalt specialists are employed full time. These are
canied out not by one central company department
but by a wvariety ot units. each of which emerged
indenendently of the others at different times and cach
of which continues to serve special constituencies and
functions. These are. . .

(1) A umt within the Corporate Secretary’s area
that provides *“career education™ through some 70
courses tor Home Oftice emplovees. The program of
this division of Personnel Operations covers a range
from basic skills to executive development and includes
a variety  of courses for people at «he secretarial,
presupervisory.  supervisory. management and junijor
executive levels. It is the only education unit in the
company whose busic responsibilities and services ex-
tend heyond {hc ciployees in us own executive area,

\

(2) A unit in Field Management and Marketing
that assists  the company’s local agencies. of which
there are over 400, in l: ~ir training of sales personnel.

(3} A unit in Group Operations that condugts
educution relating to the selling and servicing of group
policies.

(4) A unit in Electronic Data Processing that otfers
training to the more than 600 personnel who provide
computer services to the company.

While cach executive department has the responsi-
bility and auchority to conduct the education and
training it deems necessary. some measure of coordina-
tion is achieved through the work of two corporate-
fevel committees. A Personnel and Budget Control
Committee  one of several key corporate commiiees -

is charged with the development and administration
of all policies affecting personnel and budget matters.
lts membership includes several of the executive vice
presidents and otuers at the senior management level.
The second group is a Training and Development
Subcommittee of the Personnel and Budget Control
Committee, chaired by the Second Vice President of
Personnel Operations.  whose  membership  includes
representativ s from each major operating area. several
of whom are directly responsible for the administration
of company education and training programs.

The Personnel and Budget Control Committee influ-
ences education and  training in several ways, Most
important is its approval of department budgets, by
which it cstublishes the financial parameters within
which programs can be conducted. Hardly less im-
portant, in the opinion of at least one of the executive
vice presidents on the committee, is its role as 1
sounding bourd for new ideas. “None of us has
complete  fieedom,” he says. and “the opinion of
others is 4 powerful constraint,”™ A role in which both
committees play a part is the exchange of information

primarily about equipment and outside education
and training  resources
their use.

and some coordination in

Management Education

The two committees also share certan responsi-
hilities in connection with the selection of emplovees
tor outside nunagement courses.

[n-house programs provide extensive training activi-
ties up to and including the junior executive level,
Complementing and extending beyond these are the
external programs. A company official describes the
following stages: “Employees may take o variety of
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suprrvisory  and - sanagement  develcprent
under the Career Education Program and. according to

job-related training needs. especially in some of the

COUrses

speciahized or more technical vrens. iy also attend an
external management or other t, o of training program
at one of several organizations. such as the American
Management Association or the Tite Office Manage-
ment - Association. In addition, the company  also
utilizes a number of college and uaiversity programs.
We normally send candidates for such programs to
Columbia, Harvard., Williams. Northeastern and  the
Aspen Institute.™

* Recommendations for attendance at college und
university programs are subinitted to the Training and
Development Subcommittee by exccutive arca heads.
This committee creates from candidate lists prepared
by cuch executive area “a logical slate in terms of
moneys budgeted.” as one exccutive put it. One key
function of  the
committee is to oversee the company’s participation in
such programs and. based on participant teedback and
other information. to recommend  which  prograims
should be selected for company participation.

Training and  Development  Sub-

The number attending such courses ranges from

several to about 20 a year. depending on the needs of

the corporation. which are influenced by such factors
as retirements and promotions into jobs. By contrast.
there have been about 2.800 enrollments in some kind
of eompany-conducted,  away-from-the-job education
during cach of though with muny
individuals porticipating in mare than one course.

recent  vears

Career Educatior Program

An average of 2,000 employees have participated
annually ¢ - the past three yvears in Career Education
ases. These are econducted [)_\' the Cuareer
Education Uuit of the  Education, Counseling and
Research

Program

ivision. which is puart ot the Corporate
Personnel .+ partment. Hs origins, as deseribed by John
G. Meklwee. Executive Viee President and Secretary of
John Hancock. go back 1o the carly 19007, “At that
tmie. “wo phenomena were apparent to people at John
Hancoek as clsewhere in the nation. One was an
increasirg rec gnition that continuing education would
be a requirement for working adults  most apparent
at that time among engineers and M.D.s and people in
techuical jobs. Sccogdly. there had been a deteriora-
tion in the quality of high school graduates. especially
m urban areas. Muny  were deficient in the funda-
mentals. Howe were to continue drawing most of” our
new cmployees from urban educational school svstemns,
we wotlle have to stress the fundamentals ourselves, as
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well as o train for specific company requircments.”
From this pereeption  of  the  ceducation role  the
company would have to play. at least in its Home
Office arca, came “the implication that we would have
to develop our professional competenee.” The decision
was made. says McElwee. to develop an educational
staff” hased on state-Certified teachers. “We went into
the market to find such  protessionals looking
particularly for adult  cducation  expericnce and. it
possible. some administrative experience as well.”

The staft that began to be assembled on this basis
undertook not only to revamp cight or ten existing
skills courses and supervisory  programs with help
from university  professors - but also undertook a
survey of company needs and community  resources.,
Two concepts. considered basic to the Cateer Educa-
tion Program. were developed in the course of these
cftorts. One is the currictdum pattern courses that
have been grouped to meet the needs of particular
employee groups or levels. Employees are encouraged,
as an alternative to enrolling in individual courses. o
make a “three-year commitment to a group of related
courses” on completion of which a certificaic is
awarded. These groups are seerctarial, pre-supervisory.
supervisory and management. The first two are built
around required courses: supervisory and nanagement
are based on a “‘core” group plus clectives.

The second concept is that education and training
should support employee coceer paths  that is. that
courses should be available tor all tevels with some
logical progression and that. as a company official puts
ite. “we should have the training capability to move
anybody from one level to another.™

About 35 or 40 courses are conducted in cach of
three yearly terms during working hours and cntirely
by company personnel. This curriculum includes the
courses that are part of the three-year programs — but
that also can be tuken independently of them  and
some others as well (see box). The total program-
offering changes from term to term with some
Usteadies.” some courses that are repeated intrequently
as demand builds, some given once or twice a vear
and all continually adapted to chunging needs.

The cwrricudum patrern and cereer path concepts
support the underlying aims of the Career Edueation
Program. As described by the truining director, these
are: Tto improve employees’ .skjllsI and performance: to
increase the pool of company talent trom which job
openings can be filled: and to cenjarge carcer oppor-
tunitics tor employees individually.™ Thus. the stan-
dard of need s that a course be “useful or necessary
on the current job or applicable 1o futu - ones.™



A Recent John Hancock Career Education
Program Course Listing

(All courses given during working hours)

Typing

Marchant Calculator {beginners)
Ten Key Adding Machine

Key Punch | {Beginners)

Business Arithmetic |l -
Briefhand

Transcription

Secretarial Procedures

Typing Procedures

Shorthand (Beginners)
Recordkeeping

Elementary Accounting
Spelling/Word Study

Shorthand (Refresher)

Business English 1}

Joby Instruction Training

Effective Writing

Effective Communications
Insurance Orientation

Supervisory Practices

Statistical Presentation
Introduction to E.D.P,

Effective Speaking

Elements of Supervision

Business Statistics |

Cases and Probhlems in Supervision
Incident Process

Fundamentals of Data Processing
Report Writing

Effective Speaking
Communications

Personnel Policies and Procedures
Interviewing - Employee Problems
Introduction to Law

Operations Analysis

Job Design

Interviewing Techmques

User’s Role in Systems Development
Modern Concepts of Management
General Management

Cuses and Concepts m Management
Tramers’ Institute

Supervisors’ Instite.

Seminar on Corpo: Jperations

Sddvanced Seminar o Management
Enghish as a Second Language
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Participation may be at employee or nunagement
initiative: supervisory approval is needed because of the
time away from the job which is required. Whethar
supervisars - sponsos . participation  or - exercise  their
responsibility to act on requests, they otten consult
with career education stalt’ members for advice in
Judging employees™ qualifications to, particular courses
or selecting suitable alteriatives.

Offerings and Enrollments

The Carcer Educatior Progrem, which enrolls wout
2.000 Boston-area employees per year in on. or inore
of its some 70 courses and thice terms, is in nany
vays administerd like a school. “ourses are offered in
a “three-term cycele™ - full, winter, spring. A schedule
describing prere uisites, course titles, times and places
i distributed betore cach term to department heads
and divis‘on managers and further publicized through
employee bulletin boards and an employee publication.
Firal exams are somet..nes required, and grades and
credits are entered into employees’ records or “tindi-
vidual transcripts.”

Courses are as long or short as their subject matter
and purpose dictates. Some meet for an hour a day,
daily or less often, and for all or part of the “term.”
Others are more intensive. In some instances “block
time™ scheduling is used - three consecutive half days,
for example, or even four or five full days (eg.. an
intensive  course  for new supervisors). One of the
shorter courses (10 hours) is Secretarial Procedures:
examples of comparatively long courses are Shorthand
for Beginners (60 hours) or the Seminar on Corporate
Opecrations (48 hours). A number of the Carcer
Education Program courses have been recommended
tor college credit by the Project on Noncollegiate
Sponsored Accereditation (see box en page 3),

Staff

In accordance  with the decision made in the
mid-1960’s when the education program was revamped.
the Career Education unit iy stafted primarily with
certified, experienced ‘teachers. “English as a Second
Language™ occupies a heavy percentage of one in-
structor’s time because. in the words of a company
official: “Those whose native language is not English
are an important segment of our employee population,
and we are obligated to help them o hurdle- the
language harrier.”™ Other staft members teach three o
four classes a day: their remaining time s spent on
administrative projects (such as scheduling of classes)
or as education  specialists,  working  directly  with
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departinents on tramng needs. As consultants, they
provide professional advice or adult education prac-
tices along with effective teaching methodology and
materials. In short. they help departments to muke
leaming and training wore effective. Some ty pical
servives anclude: (1) providing academic counseling on
Career Education programs. (2) working with depart-
ments in solving special training needs. and (3) helping
cvaluate training sessions held within departments.

Though staft’ instructors account for the largest
portion of total course hours, their task has been
shared by a cadre of other company empioycees who
are part-time instructors in the past two yeors by
about 80 of them. Most have been selected because of
line or technical experience; the majorit: wie at
management or executive levels.

Evaluation

How well is the Career Education Program serving
iy goals? Very well, management believes. The evi-
dence”? Management commitiment and support. sustained
course enrollments. and the findings ot occasional for-
mnal survevs. “Ultimately,” says Ms. Marion. Nierintz, the
executive an charge of this program, “the assumption has
to be made that we have soundly appraised our needs.
Through reguiarly scheduled meetines of our resources
people with the varnous departments. evaluation formns
that are routinely filled out by students vn completion
ot coutses.and responses 1o a formal solicitation of emn-
plovee suggestions a yvea. o1 so ago. we have been getting
both necded mputs for change and confiration of the

busie sonndness of the program.”

Other Corporate Roles

The Carcer Education Program is not the only
cducation and training role of the Corporate Secre-
tary's Education Counseling and Rescarch Division. As
described later in this report. it trains trainers for
departments and divisions in all Home Office executive
arcas. The services of its staft are also oftered to these
uuits  torassistance  in - determiining  educaticn  and
training needs and developing suitable programs — as
well as to individual employees for career education
counseling.

Field Management and Marketing

Field Management and Marketing is the farger of
Johe Hancock’s two “marketing torces.™ Aside from a
small headquarters group in Boston, its 10.000 or so
sales  representatives work  out of 425 different
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agencies. This “exccutive area” conducts all saic. "
sales management activities other than group msurat..
The number of employees involved each year in .-
Education and Tr. ‘rg Program is about the same as
in the Career Educ Program. but its methods a:
well as curriculum an: lredly different.

william Kiel. Jr.. 3. Ze ool Director of Educati: -
for Marketing Operation: * is responsible for
current educational activiti -~ the Field Manageme
and Marketing executive ars . -

1. To provide the agenios
for field training

“+ the tools necessary
from :_pes and other audiovisual
materials to courses and criricals.

2. To supplemien: agency tisining with Home Orfice
courses it the John Hancock Insiitute (see box).

3. To go out into the agencies and monitor their
performance through research, observation and couach-
ing or. as Mr. Kiel emprasizes. “to observe.
demonstrate and correct.”

Corespording to these three soles awe three orgunt-
zational couters reporting to Kiel
tively, as Matei o Schools, and Fieid.

known, respuc-

Materials

Witle five people. this is the smallest staff. They are
writers and designers. who develop new training niater-
wis where cessary. and otherwise modity and update
what has been created in the past. 1t is the backlog of
years of developrent tet ynrkes it possible fo w0 fow
people to cope with the demands for materials.” says
Mr. Kiel. “Also. they do not prepai: material where
commereial material is available. And there are gouod
materials  aviilable.  especially in business insurance.
estate planning and retirement plans. from commer cial
firms that prepare such material for the insvisnce
industry

Schools

A Uschool” reters to a course of study  of whicl
there are about 60. Most take five days. but they range
up to cleven duys. Mr. Kiel emphasizes that since the
salespeople work  an commussion, “time is  really
money.” and there is a particular urgeney  about
designing productive courses.

The “schools unit™ employs a full-time staff. but
enlists the teaching services of field and Home Oftice
people.

About 1.200 of the 10.000 or so sales personnel in
the field are brought into the John Hancock Institute



l John Hancock Institute

l The John Hancock Institute provides training for the company’s agents. its curncu'am is arranged in six
categoiies or “'sertes.”” in each of which courses are provided at more than one levat, The "hasic- ‘ level coursas
that a-e distributed through these six series constitute a so-zalled Basic Schoul, end Int.r mediate and Advanced
Schod!s are sinnlarly comprised.

Course Listing

700 Series. Arents, General Agency:

Career Agents’ Conference ... ... Basic

rteemedi. > Estate-dusiness Planning Workshon ... .. .. ... .Intermediate

Intermediate Retirement Plan Workshop . ... ... . . Artarmediate

Advanced Financia Planing Semunar ... ..o L ... - dvanced

Acvanced Retirement Plan Seminar ... ... Advanced

20C Series: Agenrs, District Agency:

Career Agents’ Sales Conference . ... ... ... . Basic

Intermediate Estate-Business Planning Workshop ... ... ... Intermediate

Interraediate Retirement Plan Workshop . . ... ... Inter nediate
]

300 Series: Supervisors, General Agency:

Advanced Financial Planning Seminar ... .. Advanrced

Advanced Retirement Plan Semunar L. Advar.ced

Technical Workshop ... o ... Intermediate

Supervisurs” Conference . .. .. Basic

Ldvanced Supervisors' Semunar ... L Al incec

Brokerage Supervisors” Workshop ... oo Intermediate

400 Series. Staff Managers District Agency:

Technical Workahop . o Intcrmediate |

Staff Managers” Seminar ... Ad .« ced

i
500 Series: Genersl Agents:

Advanced Froancial Planning Seminar ... .. Advanced
Advanced Retoement Plan Seminar ... Advanced
Management Technical Workshop .. ..o Intermediate
Agency Management Workshop ... L0 Basic
Intermediate Agency Management Workshop . ... Intermediate
Advanced Agency Management Workshop ... oo L Advanced
600 Series: District Managers:

Advanced Financial Planning Semmar ... ... Advanced
Advanced Retirement Plan Seminar ... ... L Advanced
Mar. .gement Technical Workshop ... .. . Intermediote
Field Management Training Workshop ... e
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11 Boston eucn year te attend g school in one of three
RITARN music saier sKillss technical skills (e.g., estate
planning, busiess ‘nsurance. sophisticated retirement
phans)iund management skills,

Cio Busie sodes skills: Agents are not eligible tor this
schoct until chey have had at least six months of
experience on the field. During this period they are
being wrained by the ageney for which they work,
Further, they must meet cerain production require-
ments demonstrgte that they are doing “a good
jub.”™ The opportunity 1o attend a school at the end of
this carly period develops the desire to meet the
qual ateons and thus is an incentive e new sales
personel. No o less important, the company’s experi-
ence has been that sylespeople whose performance does
not quality thent to gttend this school are not likely 1o
benelit sutficiently  tfrom the school 1o warrant their
Aaesdance.

L2y Technical skills: The Institute catalog shows
couswes tor agents g the “intermediate estate-business
planning™ wrea Caalling for at least two vears” experi-
ence  certain production levels in the previous fiscul

aarand completion of other courses): un inter-
mediate retirement phimning course (with similar re-
quirements): advanced financial  planning (with more
extensive expericnee necessary): aind advanced retire-
ment planning (also with more extensive experience).

(3) Management  schools: “Fhese are designed 1o
support the development of “the man who is pro-
moted from asents’ ninks o supervision.” The first
stage o this training m supervisory skills, related to
“the most immediate and basic needs of the situation”
is accomplished  in the  field by tocal ageney
manggement that has been trained in training. and/or
by the Home Office fweid training torce (described
later). .

Learners are then brought 1o the Institute for g
Supervisor’s Conterence, designed specitically for newly
appointed supervisors having less than 12 months™ ex-
pertence. Some time later. after having gained sophistica-
ton nd encountered problems, the supervior is bronght
m tor an Advanced Supervisor's Seminar. described by
Mr. Kiel as “highly participative,”™ The same supervisors
can come to'the advaneed seminar more than onee.

IY they move up 1o top ageney management their
skills need do not ehange radieally., savs Mr. Kiel. bin
they do lave needs inone further area financia!
muanagement. “So att-- a tine they are brought in fo
an Ageney Management Workshop. which s orien !
toward the top management  job and  emphasi oy
financial management.” Subsequently agency munagers

80  THE CONFERENCE BOARD

may attend an hntermediate and then an Advanced
Management Workshop.

Course development is the responstbility of  the
Dirccter of Schools, who muaintains close liaison with
the marketing department and the line sales depart-
ments. Courses are continually  changing partly in
adaptation to new needs and partly in response 10
suggestions from students, Student critiques, tests and
role plaving to mecasure skill transter are used 1o
eviluate the ettectiveness of the training,

Field

Ficeld training is the responsibility of a team of eight
who ulso operate out of Boston. They visit agencies on
an “as-needed-and-called™ basis for two purposes. One
is to conduet formal course instruction in new subject
areas: Provisions and implications of new retirement
plans would be an example. The second is 10 couch
individual agents in selling techniques. Trainers and
field sales personnel together make calls on prospects,
The training people may take charge in the first call or
two, then observe and critique the field people in
subsequent calls,

Group Operations

The executive area known as Group Operations,
comprising approximately 2,000 employcees, markets
and services Group fnsirance and Pension products.
These two product lines have separate Home Office
und  Field Sales and support organizations.  Pension
operations markets its products through a snull. highty
trinined sales foree located in field oftices. bur all of i
support  personnel are located in Boston. Insurance
operations markets its products  through  over 100
sulespeople located in field offices within six regions,
cach having underwriting and claim offices to support
its sales efforts.,

Education program have been developed for both
insurance and pension operations. These progrims are
administered uand conducted by a staff of two. which
includes the training director of Gronp Operations. Mr,
Frygve Christiansen.

Group insurance Sales

New hires into the Gooup Insurance sales foree are
likely to Dbe in their mid-twenties “generally with
sonte: work experience and at a stage in tife where they
are reaay o settle into a carcer pattern.” They begin
their education with a nine-assignment correspondence
course inttoducing them to group insuranice coneepts

t/'l;
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i general and to specific John Hancock practices,
During the several months oi this initial phase they are
working in the field and being initiated into their new
Jobs. They are then sent to a “Basic Group School™ at
the John Hancock Institute in Boston for tour weeks of
instruction dealing with the insurance product and sales
skitls. The course is given once a vear in the tall. and
usitally includes approximately 15 students. The four
weeks of training are structured into two-week  seg-
ments. separated by about a month.

Group Insurance sales emplovees have several other
formal training opportumitics. One  of these i an
“Advanced Training School.”™ currently held twice a1
vear with 10 to 15 attendees. Its curriculum tends to
be specidlized. with a strong emiphasis on advinced
product knowledge. Participants may include relatively
new cmployees who have had enough previous ex-
perience to be exempied from the Basic Group School.

Another program for experienced employees is a
one-week course designed to provide existing managers
with training in man  ment per se. All large-oftice
nuragers have received such training, and the program
was extended in 9700 to ussistant managers und to
thane whoe

e
a7
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isible for smaller offices. Mr,
Christiansen. who s the principal discussion leader in
these  sessions held at the Home Office. hopes 1o
provide this training to potential field management
personnel in the future.

Finully and moving closer to the line at which
tining and  problem solving begin to blur sales

persannel join with their colleagues in the caims and
underwriting disciplines in an annual workshop. usualty
conducted on a regional basis with Home  Office
management inattendance. While one of the work-
shop’s wims iy a0 crossefertilization of ideas.”™  an
cqually nmportant objective is to introduce new -
Keting strategy. prodicts and svstems.

Inaddition. during the vear it is common 1o see
sadler regional meetings taking plice to evaluate

progress.

Group Insurance Claims

Clarm management personnel participate in the re-
gional workshops and. in addition. in the Tollowing:

(H An “Advanced Trainimg School.™ This is un
wnnual one-week course attended by management-tevel
personnel. s tocus. of course. s on claims policies,
procedures and sales considerations. An example: New
Huncock  cquipment and  procedures tor processing
group accident and health caims. a svstem called
Hanstar.

(2) Supervisor’s  Seminars, roughly analogous 1o
courses available for Home Office personnel in the
Career Education Program and lasting two and one-half
days. These sessions, created specifically for the newly
named claim supervisor, are given at two locations
Chicago. for offices in the western, midwestern and
central regions: and the John Hancock Institute for
northeast, mid-Atlantic and southern areas.

(3) A series of Uclaims numagement”  seminars,
Included are managers. assistant managers, and claims
representatives. Subject  matter s tailored to the
specific claim office-management responsibilities. Fol-
low-up mzmugcmc‘nl training has been conducted for
managers of the fargest offices.

(4} A correspondence course that is nundated for
those who are cluims approvers. It is administered out
of the Home Office but monitored in the field. where
progress is evaluated and examinations corgected. The
field reports to Boston every qaarter on status and
completions  so that field claim  management  can
monitor the program and awards can be distributed to
the completors,

Group Insurance Underwriting

In addition to participation oy rianagers in the
regional - workshops,  there is a or-week course in
Boston dealing with busic policy tor line :nderwriters
of the six regions. Regional contract per nnel also
come to Boston acaually for train® 1 in their area of
cesponsibility. Furthermore, manag:nent  training s
offered to underwriting management personnel in g
field setting.

Pension Sales

This operation includes several traditional training
activitics. One of these is the “Feehnical Seminar.”
Because of the relatively small size of its field foree.
Pension Gales personnel come 1o Boston 1o attend
these oceasional, product-oriented training sessions. In
1976, there were three mectings designed to train the
rickd te o ein an investment produet being intro uged
as paccoof oochanging markeling strategv, “An anter-
mediate or advanced training school™  anulogous to
Insurance’s “wdvanced Training School is also held
one ayear in Boston. Attendees. usually fewer than
ten, focus on technical and sales training in pension
planning.

I 10760 all pension representatives participated in
iraini programs focusing specifically on selling skills.
The sesaons were conducted in smaall group settings In
regional Toc 1omns.
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Prep

In Buston, as in other communities, there is a
need to provide help for the many people handi-
cappzd by background or.lack of opportunity -
the individual interested in obtaining a high schoo!
equivalency certificate, the person anxious to
acquire a marketable job skill, or the individual
who lacks fluency in the English language. .john
Hancock is helping to meet this need through its
Prep Program, which was established in 1968.

The program receives no funds from govern-
ment or private agencies and makes no charge to
students. It is financed in its entirety by John
Hancock as a special cormmitment to the under-
employed and the unempicyved in the Boston com-
munity. Some John Han.ock employees are en-
rolled 1in the program: however, most of the
students are employed by other organizations.

Classes meet at John Hancock two evenings a
week for three hours each evening. There are two
programs per year: September through December
and January through May. Courses are taught by
certified teachers from school the
metropolitan Boston area.

To date, about 3,500 students have been en-
rolled in the Prep Program, with many of the
students participating in more than one prograri.
The Massachusetts State Department of Education
has awarded 152 high school equivalency certifi-
cates 1o 1ts graduates. '

systems in

Finally. there is the “Pension Workshop.™ Each vear
- June all pensios representatives meet near Boston
week. S that nime, field and Home Office
pension people deal with common concerns in what

tor one

one executive desertbes as Ta give-and-take  atmo-
sphere.”

In 1974 to 1975 the pension foree was increased by
the hirmg ot cight individuals who had MBA's or
cquivalent husiness experience. Their training consisted
of three months of clussroom study at the Institute.
two months on field assignments, and a final two

months of Home Otfice training.

Evaluation and Planning

Evaluation of Group Operation’s courses and pro-
grams torms. At programs
trainces are asked to criticize and give constructive
suggestions in writing. Testing is used in basic insur-

takes several the end of
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ance and pension courses: in addition. videotape rele
playing is employed to measure skill transfer.

In the claim supervisory training, pre- und post-tests
were administered  for cach of the first ten or so
sessions. Since  the  post-test results were uniformly
higher. such testing was stopped on this progrant.

Another form of 2valuation was a follow-up seminur
directed 1o lurge-office cluim managers who had com-
pleted initial cluims muanagement fraining two years
carlier. Their judgment, as summuarized by the training
unit. was thut the course had measurably improved
Toperating efficiency und teamwork.”

“Welve made continuing stabs al trying to measure
effectiveness on a more scientific basis.” says Mr.
Christiansen. “but there are so muny variubles that we
haver’t'yet found a means we considar to be reliable. |
can’t always point to hard cvidence, but I um
confident we’re making good use of the compuny’s
time and money. However. 1 do consider developing
more sophisticated evaluation techniques to be one of
my prime objectives.”

In addition to the training ctforts cited above. the
Group Training Unit conducts a one-half day -Orientu-
tion Program cach quarter for all newly hired {ome
Office  personnel in Group and  Pension
Operations. Many operating departments within Group
have developed formalized internal training programs.

A recent training development for both the insur-
ance and pension field sales force is the production of
audio cassettes in Boston for distribution to Group
Field sales offices.

Insurance

Other Education and Training

The education and training divisions of the Corpor-
ate Sceretury and the two major marketing arcas are
not considered to be the most suitable resources for
meeting o variety of specialized instructional needs at
John Hancock. In a few instances. these are served by
training divisions within individual departments.

Computer Training

The most notable of these instances is data process-
mg. Within Insurance Operations, John Hancock em-
ploys 4 data processing stuff of 600 that includes
shout 275 computer progrummers. As Nancy Bern,
Dircctor of EDP Education. describes it: “ln 1968,
computer manufacturers started to charge custoters
for education, and it becamé more economical to do it
ourseives,”

My Bern's staff of six ~ ull professionals in com-
puter and communication techniques™  conducts abot
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5.000 employee-days of formal education a vear. She
notes that ar the price John Hancock would pay for
this training on the outside  S100 to $150 a day
the value of the program she directs is in excess of
$500.000.

Well over halt of this programming training is for
new liires typically people with no background in
the work. 1t consists, initially, of a nine-week. full-time
course that includes basic programming, basic com-
puter logic. and job control language. During the first
vear new programmers are given at least two additional
one in advanced COBAL.,
the second in diagnosing computer problems. Changing
technology both in programming and equipment
accounts for the remainder of the program.

The mix < basic versus advanced training depends
heavily on economic conditions. “Financial compa-
nies,” explains Ms. Bern, “are particularly subject to
‘raiding,” and in good times turnover can be as high as
30 percent. During expansion periods the training effort
concentrates at the basic level. During slower pariods we
hring our experienced people up-to-date in more sophis-
ticated arcas. But even then there’s little time tor the-
oretical education. People are usually in a class because
they need to learn sontething for next week.”

courses of one weeh cach

Would the work of the division benefit from more
theoretical education? Yes, Ms, Bevn thinks, but not
necesseniy without cost to the company. Users of EDP
services within the firm are charged for those services.
tncreased department overhead would raise the neces-
sary charges and discourage use. “The reality.” says
Ms. Bern. “is that trade-offs have to be made.™

Technical and Training Supervisors

Data processing is not the only department that has
its own training organization. On a much smaller scale,
for example. Group Systems has a training director

who pluns and conducts a tailor-made program for its
20-25 systems analysts. Buat all other divisions of the
John Hancock Company and they are numerous, a
“division™ being a4 unit within a department  desig-
nate one of their employees as “technieal and training
supervisor,”™ with responsibility for Keeping abreast of
relevant  techndtogy, conducting whatever training is
required in applications to the work of the division,
and more generally training any new  division em-
ployees. This is most often a part-time responsibility.
but in many divisions it is full time. Training may be
on the job, integrated into orientation programs for
new employees, oo an indepeadent classroom or othier-
wise formally structured activity. There is no way,
short of a comprehensive  mtracompany  study, 1o
discover the dimensions of this aspect of the com-
pany’s training activiry.

Individuals who nave extensive responsibility for
training others  within  their, own  departments  are
themselves tramed in a so-calted Trainers’ Institute that
is ciosely allied with the Career Education Programs. In
the first of two three-day sessions the students are

Miven hasic instruction in on-the-job training methods.

[ the second, vi’dcot_upcd exercises in plans develop-
ment and  classroom teaching are used, Participants
may clect one or both of the two-day sessions,
depending on individual needs.

Other

One tinal prooam that belongs most appropriately
in this group of  -cialized educational activities is an
“Advanced Seminar in Management,” which occupies a
full workweek. H is built around case studies. in-basket
exercises, and other participative techniques. Taught
mainly by senior officers ot the company. it is
designed for personnel in “upper junior executive, but
not top level” numagement.
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courses are firms

Appendix A
Educating Nonemployees

A (i()()l?l_Y NUMBER OF companies are engaged in
educating and training people who are not their own
ctployeds, -but who work tor other private or public
cmplovers, or are themselves entrepreneurs. ! hev do so
most comuonly to teach skills and knowledge = at are
vital to the sale, maintenance or use ot their products
but. in some instances. because ediication is their line
of’ business. )

Adjunct Personnel and Associated Skills

Fotty-four  percent of companies in the Board's
survey reported that they provide courses to clients or
customers.  (Detailed mformation from a2 number of
therm muakes clear that the term “course,™ wis some-
tumes  construed  loosely. and may  retfer to more
mbormal mades of inst-ction as well.)

Hiose who participate in these courses are sone-
times thesilumate users of the instructing companies”
© manufacturer of sophisticated
medical cquipment, for example, trains hospital and

produdts or services.

ainie persennel in ity use: @ cement producer gives a
courne for customers on aspects of advanced conerete
technology: another company  conducts g five-week
training course for the technicians of firms that use its
attomatic welding equipment in pipeline construction;
a machine tool manuticturer instructs customers about
the installation. mainitenance  and
products,

»

operation  oi its
At least as often, however, participants in these
often quite small ones - that
perform essential roles for the provider’s firm in
connecdon with the manutacture, distribution or servi-
cing of its products. Automobile manutacturers train

their dealers in appropriate skills — as do soft drink

—
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companies their bottlers; food chains their franchisees:
mnsurance  companies their agents. A camera company
provides courses to service groups in the operation and
repair of its products: a tire company  conducts
seminars on its new product line each year for the
sales personnel of its distributors: and so on. Instruc-
tion is also provided to such entrepreneurial mter-
mediaries as travel agents, architects and decorators.

[ the technical and marketing competence of these
agents is no less vital to the supplying firm than that
of the people on its own payroh. it is equally in its
interest that the businesses be protitable and well run,
The courses that are provided for them, therefore, are
by no meuans confined to the kinds of technical
information  that may be needed 1o sell. ~use or
maintain products and equipment, but include mana-
verial skills as well,

A System for- The Coca-Cola Company’s “’Cus-
tomers’’

The stake companies often have in the skills of
people who are not in their employ mav be scen in
bold reliet in the cuse of the soft drink industry. The
programs developed by The Coca-Cola Company tor its
national network of more than 600 franchise Bottlers
illustrate the type of response that many such business
interdependencies require. Almost all of the Bottlers of
Cocu-Cola are independent businesses that buy soft
drink syrup from The Coca-Cola Company and then
bottle and distribute the finished prodiet, They are.
thus, both the Company’s prinie customers and its
chiel” avenue to the consuming public. The Company
has long conducted s:hools, workshops and seminars
with its Bottlers and its own perseanel as well, But to

o
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the Company’s board chainnan and CEQ. J. Paul
Austin, the Company and its Boulers are now contron-
ting the “tree paradox™ that °
becoming more and more complex. requiring an ever

‘even as our business s

increasing amount of talent. our more experienced
coployees. faced with the growing demmand of  the
business. are finding less time to improve their skills.”

One answer that the Company has recenty devel-
oped and muade availeble 1o its Bottlers iy a “multi-
media learning system™ for the sales and production
nersonnel, including hard and  software dtems in 2
complete package.

The system’s hardware has three components a
color TV monitor, a video cassette plaver. and an
audio cartridge player. brs software includes 260 dif-
ferent modules (more are in preparation). designed
specifically for Botders of Cocu-Cola. Each module
contains  a video  casserte. an audio  cassetie and
workbooks.

One series ot these modules has been designed tor
the training of sale. and marketing personnel. another
for production and technical employees. The Company
has also ancluded m the package instructions und
stggestions for administering the modules  either on
a one-on-one” hd@ or in group sessions,

Vi

Entrepreneurship

Coca-Cola is not, of course, the only compuny that
seeks 1o offset the development and maintenance costs
of such courses by charging for them. {BM. whose
courses Tor customers listed ina 400-page catalog
are devoted o dara processing and programiming skills,
and ;,ullnt‘ll‘,,xs others, teel pistified and able 1o do sooas

well,

Some finms, in distinction 1o these, have developed
courses or other educational services that they sell 1o
firms with which they have no other relationsiip
unless it iy as competitors. Often any expectaiion of
gain is quite modest. These may be larger or more
venturesome  firms that have developed courses  for
their own employees  an airlines course for training
reservation  clerks, for example, has found a small
ntarket in companies with simitar needs. On the other
hand. some companies have utilized their resources
actively 1o muarket extensive curriculy in managerial,
supervisory and technical subjects,!

Finally. a few firms. with some outside encourage-
ment. have sought a direct enure;ieneurial role in the
nation’s schools. The ebbing of interest in voucher
svstems and performuance contracting” after some
experimentation six or seven years ugo has disappoint-
ed some and quicted the feurs of others. Business
opportunity in edult. as wel as carlier. education has
also fallen well below the expectations some tirms held
a decude ago. Bur speculation about. and interest in. the
application  of industry’s resources, experience  and
expertise to the cducation of nonemployee populations
understandably  persists. The roles  that ure played
respectively by business, e universities, and other
interests in the future develepment of cost-eftective

educational  technology particulurly  computer-
managed w-t computer-assisted instruction s likely

to alfect the shape oi the educational system and the
content of education in stll unpredictable ways,
.

I\l;m) corinanies, of course, alse sell supplies and equip
ment to educition:d mstitutions, ranging from notebooks to
audiovisual equipmient, and performe services as diverse as cuse
todial and consulting.
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Appendix B

Company Courses: An lllustrative “Curriculum”

T() FURTHER ELUCIDATE  the subject matter of
company - course programs,  reflect the breadth and
intensity - of individual treatments, and convey  the
variety of descriptive styles, a sampler “curriculum® is
shown below in which course descriptions are taken
verbatim from the catalogs or listings of many com-
panies. Course lengths (not always listed) generally
represent hours of classwork.

In many cases, however. assignments are required s
preparation tor classwork and subsequent to its com-
vrtion. A public utilities course, for example, titled
“Auadszing Performance Problems,”™ specifies that each
i -iticipant submit, tn advance. a short description of a
perfurmance problem he or she has identified. und read
a (designated) book on the subject prior to the session.

Management Development and
Supervisory Courses

Management of People

The Individual’s Responsibility in Career Planning.
One dav. Obiccuves: 1o present and discuss concepts
for carcer planning and  provide opportunitics oy
participants to acquire skilt and know-how in designing
their owr. mdividuyl development plans. Deseriprion:
The topics covered will include: the nature and scope
of planning an individual's development; sources of
information and guidance tor planning: and problems
m integrating individual and tompany needs and goals.

A glass manufacturer
* * *

Leadership - Action Seminar. Five days, me luding
evening evening readings.  Obye tives:
Orientation to “production and people management”

sessions and
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CC\

coneepts and practices provides undestandme of v
ous styles of teasterships wives deeper wnaght int
individual and group dynaimiss: and stimulgtes AN e
ness of personal strenpths and development  needs,
Description: The leadership action seminar conen.
trates primarily on indi.dual versus team ettort, Sy les
of management, icchniques of motivation, Miteginy
group competition. and personal feedbacn tor i
dual growth. Participants complete an action plan tor
impreved management productisity,

A [)/r"'l()('()],’_\’ (’(/III'])I)I('NI il turey
* * &

Performance  Appraisal Workshop, Fou h.m Jdos
Fhe performan. o appraisal workshop iy dewened 1
numagement people whose responsibilities re Vit thern
to-evaluate the job performance of salare ] ermiprton eoy
and 1o conducet performance apresisal mteaes. e
objectives of the workshop are tchelp parncipan 1.
gain a hetter understanding and appreciation ot the IS
pose ol the performance apprasal program and 1ty e
mentation: learn how to establish stundards o pe

mances understand the apprasal proces o

judgmesnal errors: improve  theis abiliny

well-wrirten, accurate,  substanine Pertonranee n

- - . v} ]
prnsalss and v cmpiove then oy prepaia 1o

and conduching productive pertorne appranal e

Views,
oo ey e
Funcational Skills of Manaagerment
Managemenr by Objectivcs The tundaner S
cltective MBO syatemn me presented A by RS
is pliced on the steps noor to wiiting hieo e 1

example: bev results areos . environpient 1
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assumptions: analysis of strengths. weaknesses, oppor-
tunities and threats. The issue of “top-down™ or
“bottom-up™ objective setting is addressed as well,
Participants should be able to explain the key attri-
butes (and environmental factors) of an effective MBO
system, However, a complete ability to implement such
a system is not anticipated.

A pharnmaceutical firm

* * *

Managefncnt Sciences Program. Two  half days.
Description: This program is designed to present and
explain  nanagement sciences concepts,  equipment,
econotnics and applications, Objectives; The program is
designed to: tamilarize the participants with the con-
cepts, equipment, iechniques and applications of nian-
agement sciences: expose participants to practical and
scientific management science  techniques applied 1o
functional areus. It will function on these questions:
What is management science? What does it do in the
company? Haw can it be used effectively?

Aot company
* * *

Marketing  Conceprs  for  Nonmarketing Managers.
One day. Designed to acquaint managers with the main
concepts involved in marketing. Covers marketing, its
functions, its idiosyncrasies, and its effects. Includes
practical implementation methods and a  discussion
with company’s iarketing manager.

A howsehold products manufacturer
# * *®

Using the Computer as a Management Tool, Three-
and-a-hall” days. This is a course designed for people
who have need for computerized information, lts
purpose is to help them understund how computer
services work, and thus to obtain more effectively
from them the Kind of information they wunt, in the
form in which they want it, and at the least possible
cost.

An idustrial apparatus manutacturer
® * *

Management Skills Review. A review of the muanuge-
ment skills, ie.. planning, organizing and controlling.
This training stresses the nature of nmnagentent respon-
sibilities. It is an in-depth review of some of the topics
topics covered in supervisory management training,

An industrial chemicals manutecturer

Work Simplification. Twenty hours. Objectives: 1o
improve profits by reducing costs through the elimina-
don of waste; to establish a procedure for continuing
the development of better methods. Benefits: Actual

dollar savings through waste reductions are accom-
plished while the new program is being conducted.
Supervisots receive a new outlook on problemn solving.
A mutval understanding among  supervisors of cach
others™ jobs and problemsy is provided as well ay all-out
cooperation and teamwork being promoted. The phi-
losophy of “finding easier and better ways of doing
work™ is aveepted and becomes a way of lite. Program:
Ten, two-hour sessions (about one-hall of the program)
are spent working actual on-the-job improventent pro-
jects. A inethod  of fuct gathering and  anmalyzing
information is tearned. Methods of eliminating waste,
combining operations, changing  sequences. and  ini-
proving work are developed. A method of connmuni-
cating ideas for improvements is provided through the
use of revised Row processes, work place, and multiple
activity, charts. '
Anindustrial mmachi ery and
cquipment manufucturer

# *® *®

Train the Trainer. Four half days. A course desigied
tor any person who does training, whether in the
classtoom or on the job. 1t includes basic principles of
how 1o train and in-class practice in putting these
principles to work,

A bank

# B ®

Munagement  Consudting Seminar. This  three-day
seminae is conducted  for  partuners,  managers  and
sertiors. Designed to enable experienced personnel to
apply eftective consulting concepts. this program em-
phuasizes managing o consulting engagement, budgeting
and cash forecasting,  managerial  accounting, other
firmwide consulting capabilities and effective uses of
time-shuring in cach area, The seminar utilizes a
combination of lectures. demonstrations, smatl group
probiem solving, case studies, und practice with time-
sharing terminals to cover the subjects,

A accounting finn

* * *

Business-Governnment Workshop. Five days.  Objec-
tive: to help our manmiters gain increased knowledge of
the dynamic interrelationship between business «and
government  and  whut  this means to the business:
better understand the political process and its signiti-
catice on the strategies of their business: know when
and how to use company experts in activities involving
government, )

An clectrical products manufacturer
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fo it my needs? How do i

Varsonal Skills

Delegation and - Time Management. One day. De-
st e provide managers and supervisors with work-
abie " wnow-how™ answers 1o questions such as: Why
don’t managers delegate as much as they should? When
should 1 delegate? W vt should [ delegate? To whom
should 1 delegate” Ho.. can 1 build munagerial leverage
more fundamentally? Wo o can 1 do to get all the time
I'need? Do | work longe  nd harder than my people
do? Why? How can I cont | my expenditure of time
out trom under the
day-to-day burdens? How cans 1 break loose from the
“tinee™ and “activine™ traps? Am b doing more than |
should? Less than | should?

Anelecironics and systems finm
* * *

Kepner-Tregoe Problensolving and Decision-making
Workshop (GENCO 11). One week. Description: Fhe
workshop iy designed to study. review and improve
results in three critical areas: finding the true ~ause of
a problem: making the most appropriate  decisions;
etficiently implementng a decision. The emphasis is on
etficient use of necessary intormation and resolving
problem situations. ldeas and concepts are studied and
discussed tor understanding. after which case studies
are used to illustrate the implementation ot these
ideas. The participants then pnt the concepts to work
on their own problem sitnations with critique and
teedback tollowing.

The program deals with problem solving and deci-
sion making both from the individual and group
standpoint. Objectives: As a result of this program the
participants will: assess the process by which they
analyze problems, make decisions. and handle potential
problems: develop an understanding of a svstematic
approach to handling problem situations: develop tech-
nigues tor asking better questions: plan for continued
application and improved results on the job.

A chemicals manutacturer
* # *
Problem Solving. Seven halt days.
Participants will: identify attitudes and behavior that

Creativity in

inhibit creativity: identity their own behavioral blocks
to creativity: work in block areas (one, two, feur or
five person excreises ) use @ work-related problem to
explore how their individual blocks to creativity aftect
solving the problem: use a technique tor pinpointing a
problemi use at least two organized strategies for
cliciting large numbers ot ideas (brainstorming, forced
relationships): use at least one method to evaluate
usetul and ideas: obstacles  to

meaningful identity
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implementation and ways to reduce resistance: apply
the creative problemisolving process to a work-related

problem and evaluate results,
A photographic cquipment and
supplics manutaciiicer

* * *

Skills - Development,  huplements
technigues  to improve interpersonal  communication
(written and spoken), such as listening, questioning,

Commrunications

presentations, nonverbals, letterwriting. et cetera. Parti-
cipants  will individually simulate common situations
and evaluate their own interpersonal communication
characteristies via videotape and feedback from others

in the group. '
A chemical and metallurgy tirm

* * K

Sclt-assessment for Managers. Five davs, The overall
objective of this program is to study and analyze the
participants’ management  practices  through g
contidential self-assessnient  exercises.  Re-
medial steps for improvement are developed and at the
completion  of  the

own
series of
program  participants  will  have
learned: to develop detailed approaches for altering
their planning. analvtical and organizational skills: time
management and how to set up priorities and develop
strategies in relation to responsibilities: to identify and
overcome performance obstacles: miethods to identily
improvement needs. implement strategies. and establish
performance  objectives: how 1o obtain and improve
teamwork; what influence the organization
through lateral management: how self-motivation af-
tects selt-improvement.

tactors

A paper manufacturer

Functional and Technical Courses

Production and Maintenance

Welding fngineerine. Five days. Obfective: to help
individuals who have metab-joining responsibilities in a
managing or engineering function. Method: Course will
cover the fundamentals of welding enginecring: welding
processes: design for welding: welding  metallurgy,
standards. codes: cost caleulating: and welding applica-
tions.

Anceleetrival cquipment mandtac turer
* * *

Instrimentation and Process Control for fngineers,
Thirty hours. Deseriprion: This is a practical program
o introduce new engineers to process control instru-
mentation by combining control theory with problems

taken  from actual plant experience. It includes a3
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review of process control hardware, a workshop on
control problems. an introduction to control theony, a
survey of methods for testing and setting coricllers,
and a brief look at direct digital control.

A plasties nuae otacturer

* * *

Introduction o Colloid Chemistrv. Twelve hours.
This seminar will provide a hasic understanding of the
general field of colloid chomistry. It is designed to be a
practical. industry-oriented course with specitic infor-
mation  dealing  with  the VU s
physical properties and applications of the basic prin-
ciples of colloid chemistry. Topics will include sedi
men-ation. dispersion torees, electrical charge effects,

measurcment  of

seta potential measurements. surface tension, wetting.
foaming, surface active agents. light scattering. rheo-
logy and preparation tor colloids.
A photographic equipment pianidactirer
Solicer (Transinission). Ten  days as required.
Obicerive: 1o the experienced  distribution
splicer to muake low-,and high-pressure oil-tilled cable
splices in 69 138, and 345 K.v.ranges.

enable

A wiliny
Ed * &

Applicd Statisiics for Engineers. Taught one evening
per week. this course will stress the uses of statistica)
analysis. methods applied i biological. physical ;ind
engineering sciences. Topies will include univarigte and
multivariate analysis methods in linear and nonhnear
models framework. sampling and experimental designs
considerations and  parameter estimation. time  series
analysis, and other methods presented to establish the
effectiveness of statistics as a tool for applied scientific
and engineering employ os. Students should have goud
working knowledge of matrix algebra. some appre-
cwtion for probability dist - vton theory, and ahility
to work in ditferential and integral calculus. It sufti-
cient interest is expressed the course will span two
semesters. Further details wih be announced when that
inte est is received.

A research and development firm

Now Engineering Concepts. Ten days. Objectives: to
expose participants to new technology and  science
important to the company and to acquaint participants
with the corporate personnel working with this science
and technology: to stimulate the participant’s thinking
of the effect of the energy crisis and changes in the
socioeconomic environment {e.g.. ecology and consu-
merism) on engineering  designs: to devetop insights
into tools and techniques affecting engineering design:

<
NG

to inspire each participant to want to read and learn
more and thus continue his or her own protessional
development.

Aun electrical cqudpment manutacturer

Marketing and Sales

Advanced Sales Technology, Five davs. Objectives:
This program is particularly recommended for sales
representatives who desire an expansion of knowledge
in customer management and selling strategies. Assists
participants in recognizing and responding 1o a variety
of customer needs and thus increasing their resource-
fulness in a sales situation, financial
return on inmvestment. share of market.
profit center: how to sell by objective and build a
supportive strategy to meet account objectives: method
ol amalyzing accounts for profitability. potential and
product mix: how to develop an appreach to pre-
identify customer prohlems and keep the account sold:
strategies for sales follow-up and future growth.

Enmiphasizes:
onentation

L paper manutactirer
* * *

Selling  Skills  tor Rewil [ospital Salesmen.  Five
days. Objectives: Upon completion of this program the
participant will be able to: make effective presenta-
tions using the “benefit™ techniques in a natural way:
handle objectives skillfully: close a higher percentage of
calls: manage time and territory more effectively: work
the distribution
problems: use

within system to o solve
company  syvstems  to o better
service customers: better handle returns or credit: train
store managers and statt on merchandising technigues:

advise store numagers on layvout and modernization.

customer
various

A pharmacentical tirm

i * *
Customer Courtesy Program. Twelve hours. To
provide customer-contact persons with the basic psy-
chology and technigues of  good customer courtesy.,
along  with product knowledge. and  practice
in demonstrating etfective selling techniques using video-

taped role-playing and critique procedures.

basic

A bank

* * *

Applications in Markering. Will examine in detail
the specitics of a marketer’s duties and opportunities in
a specitic field of endeavor, The characteristics of com-
modity and speciaity product marketing will be scru-
tinized and the roles ol the various clements in the
Tmarketing mix” will be optimized 1o further the
efforts in this area,

A chenmical and metalhogy firm
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Office, Administrative, Clerical, Financial

Production and bwentory Control. Eighteen hours.
This course provides a nontechnical review ot generally
wellaccepted  production and invencory control tech-
nigucs and relates these technigues to actual sitwations,

Anappliance menutacturer
* * *

Feononnes and - Risk Analvsis Course. Fighteen
hours. « “jeetive: to give individuals who recommend
or make decisions on - capital investment proposals a
hackground in the general concepts. procedures and
terminology of" economics and risk analyvsis as practiced
within the company.

Aoil company
* * *

International  Banking.  Two  davs. This  seminar
presents an - overview ol the International Banking
Departmient. The seminar concentrates on those ser-
vices most often discussed and sold by banking-
department contact personnel. Topics include foreign
exchange. trade financing, documentary services. and
international corporate financing techniques.

A hank
* * *

Svstems Analvst Training 1. One week. Objective:
to study the following skills of the systems analyst:
problem  definition.  data  gathering.  information
analyses. presentation techniques. implementation plan-
ning. controls. docunientation. systems reviews,

A glass manutacturer
ES ES *

Lifective Business and  Techinical Writing, Fifteen
hours. Part 1 ot this program emphasizes the elements
of effective writing: clarity. conciseness. force. appro-
priateness  and  organization.  Instruction in  fornul
gromnuar is included only 1o the extent thai it is
necessary. Part 1 should be taken by eriplovees whose
work requires writing reports on scientitic and techni-
cal subjects. It covers the organization of the Tormal
technical report and provides practice in writing ab-
stracts.

A plastics manufactirer
* * *

Professionalism for Scereraries. Six hours. The tocus
is on the meaning of “professionalisn’™ s it relates to
the special gqualities which a secretary needs in addition
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to superior skills of shorthand and typing. The first
sesston focuses on the hoss-secretary relationship, The
second session focuses  on the co-worker-secre tary
refationship.
A bank
* ¥* #*

Introduction to Ledger Bookkeeping. One-half day.
Objectives: acquaint individuals with fedger responsi-
bilities. update. maintenance and  functions of the
company’s ledger svstem,

) Aninsurance company

Other

Staristics: Inference and  Analvsis, Five hall days.
Business people often need to make predictions o
“guesstimates”™ and analyze numerical data in order to
draw conclusions. The course emphasizes the use of
the basic tools available and the guidelines which
enable participants to recognize the possible applica-
tion of advanced statistical methods to their problems.

A omarketing organization
* * *

Mcdical Terminology,  Participants will lean the
basic structure and definition of medical terms inclu-
ding prefixes, suffixes. voutes. combining forms, and
plurals. Pronunciation and spelling is stressed. Emphasis
is also placed on building a professional vocabulary
which will enatle the participants to work eftectively
in the medical field.

A pharmacentical firm
* * a *

FXCEL. Twenty-three hours. Objective: to offer
information useful to clerical-suppori employees. Wil
provide information which should improve eftective-
ness of support personnel. Conrse Deseription: Intor-
mation is provided in the following topic areas:
information on company history and how clerical statt
contribntes to piofits: perception  how it aftects our
capacity  to operate:  communications focus  on
transactional  analysis  as  a communications  tool:

authority how developed. why and where used:
motivation  how to take the.initiative in motivation:
problem solving: time management how to set

priorities: *hehavior modification ¢ including attitude
and self-esteen.
A machine tool manufacrrer



Appendix C
Sample and Methods

T‘llli SURVEY OF corporate education and training
programs was based on a mail questionnaire sent 10 a
sumple of 2.798 companies. selected as representative
of all UL.S. firms having at least 500 employees. There
are estimated to have bheen 7.600 of such firms.
employing about 32 million persons. or 52 percent of
the 02.5 million who were in private nonagricultural
employment, when the survey was conducted in the
tall of 1975,

To ensure that companies of various sizes within
each of the muajor industry types (2-digit SIC) were
adequately represented in the sample, and yet to avoid
excessive sampling. all firms in the target universe were
gronped into 30 size-type cells. Randomly selected
samples large cnough to yield reasonably reliable data
al anticipated response rates were taken from each cell
- except for numerically smaller cells. in which all
compianies were included.

Survey Response

Following a May-June pretest. questionnaires were
muiled to these companies on August 11, 1975, %ix
hundred and ten completed and usable questionnaires.
or 22 percent of the towl number mailed. were
returned by mid-December when the survey was closed
out. Table C.1 shows numbers of completed question-
naires relative to sample size and to estinuites of the
universe. by company size and type groupir s. '

To derive projections to the universe from the
sumple of 610 firms. completed questionnaires in each
of the 30 cells were weighted - that is, multiplied by
a factor that enlerged the cell and restored it 1o its
true size in the universe. The 35J.000-and-more em-
ployee category was combined with the one just below
it to provide a more reliable sample base for the largest
finms.

Table C.1: Survey Universe, Sample, and Response Rates

All Survey Returns

Company Size Compani~« Sample Number % of Sample
50,000 employees Or MOre . . . . . . .. .. . £3 83 23 24%
10,000 — 49,999 . .. ... r49 323 106 33

5,000 — 9,999 . ..., 522 337 a3 28

2,500 = 4,999 .. 954 509 130 26

1,000 - 2,499 . .., 2,293 713 157 2

500 — 999 .. 3,188 821 101 1"

Company Tvoe fand SIC)
Manufacturing (19-39) . . ... .. L 3,928 1,133 257 23%
Transportation, Communications, Utilities (40-49) . . . . ... ... ..... . 747 344 95 28
Wholesale and Retail {50-59) . . . ... .. ... ... ... 1,058 522 52 10
Finance and Insurance (60-69) . ... ... ... ... . .. . ... .. . .. ... .. ... 944 441 160 36
Other . .. 922 358 46 1.
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Aruitoxt provided by Eic:
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Table C.2: Company Size by Industry Type

Transportation- Financial
. Communications- Wholesale and and
Company Size Manufacturing Utilities Retail Insurance Other
10,000 employees or more . ... ...... 8% 10%% 7% 99, 7%
5000-9999 ................. 7 7 7 8 7
25004999 ................. 12 17 13~ 14 9
1,000 -2,499 .. ............... 30 32 30 31 30
500 - 999 ........... ... 43 34 43 38 a7
Total ... ... 100° 100°% 100° 100 100%

In terms of the sizes of its constituent companies.
cach of the industry type categories is remarkably
similar in makeup (sce Table €.2).

Follow-up Survey

Underlying the weighting procedure used in this
study is the assumption that the fiems in cach cell are
typical and representative of all firms having the same
size and type characteristics. To test its validity. o brief
posteard  questionngire. which contained several ques-
tions that appeared in the original. was mailed 1o 1
sample 471 that had not completed the
original questionnaire. Two hundred and  fortyv-two.
just over half, responded. As the following comparisons
show. the several kinds of activities that were measured

of firms

tended to be less prevalent in the followup sample
thari in the wvriginal one. This is in line with expecta-
tions in survey research that those involved in activities

Table C.3: Prevalence of Programs Reported in Orig

under study are more likely 1o participate than those
who are not. On the othier hand. some or all ot the
ditferences between the twe groups can probably he
explained by differences in the incentives that very long
and very short questiorraires provide 1o respondents to

3

be attentive and thorough, asy we

Table .3).

I as by sampling
Crror (sce

Data on Employee Participation

Most of the companies participating
that they characterized (by checking a -box) as
timated™ numbers of employees participating in various
education and training activities. Some gave “actual”
numbers: a small group reported that they could muke
no determination.

provided figures

LTI

oS-

Larger compunies were sotaewhat
more likely than smaller ones to give estimates rather
than actual numbers. They were also fess likely o give
any tigure: 90 percent of the smaller companies. for

-

inal and Fpllow-up Sample Groups

Qutside Programs
After-hours (Tuition-aid)

During Hours

Company Size Original Follr w-up Original Follow-up
10,000 employees Or MOre . .. . . .\ it i e 56% 89% 90% 74°
5,000 -9,999 . .. ... 97 87 82 69
2,500 ~4,999 . .. e 92 89 81 63
1,000 — 2,499 . . . .., 94 71 80 62
500 — 999 . .. N 86 75 67 56

Total 93% 82% 80% 66%
In-House Programs
10,000 employees OF MOFE . . . . . .« ettt e et e 60°% 63°% 949 83%
5,000 —9,999 . .. ... 54 60 91 82
2,500 — 4,999 . ... e 52 31 86 83
1,000 — 2,499 . . . ... e 49 52 78 76
500 — 999 ... e 35 28 65 60
Total . e e e 51% 46% 85% 83%
92 THE CONFERENCE BOARD
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Table C.4: Company Reports About Employee Participation in Major Course Programs

During-hours Courses
After-hours Courses Management-Supervisory Functional-Technical

Reporied Numbers of Employees Participating. . . . . . . . . ;88 83Y% 85
ACWAl - o e I +20 20 14
Esumated . .. .. L0 68 73 - TA'e

Did Not Report Numbers of Employees Participating. . . . L . 12 7 15 '

Total . . . oL B 1007, 100, 1007
example. and 00 percent of the lTargest provided tigures meastured was. in the same ‘proportion 1o the total
for numbers of employvees participating in tunctional number of emplovees as the number of the companies
course programs (see Table C.4). : wus o the total that is. that companies with and

Projections were made individually for each com- witbout such  programs had. on average. the same
paiyvasize category, then added. Assumptions were. . . number of employees.
(2) That the percent of participating employees in-
(1) That within cdch size category the number of those companies giving no number was the same as in
cr'nplnyccs in companies having a program of the type companies giving estimates.
K
’

Nr—— =
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Appendix D
Additional Data on Company Expenditures

TH!:' TABLES THAT follow. supplementing the employee within cach of the sample cells (i.e.. com-
analyses ot reported company expenditures for educa- pany size and type) tor cach of the program categories
tion and training in Chapter 2, show dollars spent per (tuition aid. other outside. internal). and in total.

Table D.1: Company Expenditures per Employee, Tuition Aid

Number of Average Expendituses Highest Company
Company Type fand SIC) Companies Mean Median Expenditures
° 10,000 or more employ ees

Manufacturmng (19:39) . ., ... .. ... e 40 S 496 $ 218 $50.00
Transportation, Communications, Utilities (4049) . . .. . . . . .| 13 412 2.60 11.38
Wholesale and Retail (50-59) . . ... ... . . ... . 6 an .96 2.75
Financ'. and Insurarce (6069) . . . ... .. ... ... .. - . 6 18.30 16.10 40.00
Other “ .. 7 240 1.59 151

5,000-9,999 employees
Manufacturing (19-39y . . . . .. 23 6.55 3.84 25.00
Transportation, Communicatiors, Utilities (40-49) . . . . . ... o 10 9.34 8.79»_ 18.52
Wholesale and Retail {(50-59) .. ... .. ... ... ... .. .. ... 3 2.65 263 5.00
Finance and Insurance (6069} . ... . . . . . L e 18 14.64 1467 40.00
Other ... 2 11.60 11.60 22.50

2,500-4,999 emp7oyees
Manufacturing (19:39) . . ... .. . ... .. P 33 6.32 3.70 29.85
Transportanon, Communications, Utihties (40.49) . . . .. . .. 13 9.13 521 46.15
Wholesale and Retail (50-59) . .. ... ... ... .. .. ... ... . 4 224 1.78 5.10
Finance and Insurance (60-69) . .. . ... . ... ... ... ... ... 16 19.41 16.11 ) 60.33
Other ... . ... .. .. . O . 4 9.74 6.81 25.23

1,000-2,499 employees
Manufactuning (19-39Y . . .. ... .. L 42 10.99 5.30 163.64
Transportation, Communications, Utilities (4049) . .. . .. .. . . . 26 5.63 2.25 57.14
Wholessle and Retail (50-59) . ... . . ... ... ... .. ... .... . 13 2.77 2.23 10.27
Finance and Insurance (60-69) . .. . ... .. ... .. ... . ... ... 66 18.20 9.23 113.27
Other .. . 13 7.22 3.33 ‘ 22.15
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Table D.1: Company Expenditures per Employee, Tuiticn Aid {continued) .

Number of Average Expenditures Highest Company
Company Type land SIC) Companies Mean Median Expenditures

500-999 employees

Manutfacturning (19:39) . ... .. ... .. ... .. P 15 6.80 3.90 25.21
Transportation, Communications, Utihtiss (4049) . . ... .. 12 7.13 2.25 57.14
Wholssale and Retail (50-59) . .. ... ... e 6 4.43 4.27 10.27
Finance and Insurance (60-69) . . . ... ... .. .. o 31 15.21 893 73.62
Other .. R 4 3.33 3.67 4.86

Table D.2: Company Expenditures per Empli;yee, Other Outside

Ndmber of Average Expenditures Highest Company
Company Type {and SIC) Companies Mean Median Expenditures

10,000 or more employees

Manufacturing (19-39) .. .. .. o . . s . 36 T 8§.3.50 $1.76 $25.00
Transportation, Communications, Utilities {40-19) 12 223 : 2.20 28.47
Wholesaie and Retail (80-59) . . .. . .. 4 92 36 2.75
Finance and Insurance (60-69) . . . . . .. 4 5.60 6.33 12.50
Orher 0. 6 3.21 ~.98 9.08
5,000-9,999 employ ees
NManufactuning (19:39) 0 0oL L . L 22 4.48 2.05 21.31
Transpertation, Communications, Utdiies (4049 10 467 1.19 18.52
Whotesaleand Retail (5069) .. . . . o 3 1.55 05 4.60
Finance and Insurance (60-69) .. . .. .. . . . A 16 17.40 9.42 139.22
Other . .. . e L o 2 3.30 3.80 6.43
2,500-4,999 employees
Manufactuiing (19:39) ... ... ... .. . o 32 - 6.00 239 29 85
Transportetion, Communications, Utilities (4049) . o 12 283 89 9.80
Wholesale anrdd Retgil (50-59) R . o 4 2.09 1.37 5.10
Finance ar.d Insurance (6069) . .. . .. L o o 14 11.55 8.99 ©31.03
Other ... ... . L 4 6.63 80 26.13
1,000-2,499 employees
Manufacturing (19-39) . .. ... ... .. o 37 6.65 3.38 53.47
Transportation, Communications, Utilities (4049 . e 23 8.41 3.93 60.05
Wholesale and Retail (50-59) . . .. ... . . P 12 5.20 1.43 26.32
Finance and Insurance (6069} . ... .. ... .. . ... ... A 62 14.65 7.23 151.71
Other . e 12 15.88 2.54 63.50
500-999 employees
Manufacturing (19:39) . . ... .. ... . . . e . 12 4.21 2.52 22.22
Transportation, Communications, Utihties (4049} . . . . . .. 10 13.33 6.82 ) 60.05
Wholesale and Retail (560-59) .. ... . .. . e 5 10.05 151 26.32
Finance and Insurance (60-69) . . . o P 29 18.22 5.99 151.71
Other . ... . ... e e 4 14.23 7.47 41.95
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Table D.3: Company Expenditures per Employee, Company (Internal)

Company Type fanu SIC)

Number of Average Expenditures

Highest Company

Companies Mean Median Expenditures
10,600 or more employees

Manutacturing €19-39) . ... . 36 $47 00 $12.22 $750.00

Transportation, Communications, Utdies {(40-49) 1 10195 60.12 302.50

Wholesale and Retad (60-59) . . ... ... 5 18.84 19.00 27.47

Finance and tnsurance (60-69) ... .. ... 4 7524 70.50 1Q6.71

Other . 6 23.13 11.25 + 6984

5,000-9,999 empioyees

Manufacturing (19-39) . ... ... ... B, 20 35.50 1147 264.90

Trarsportanon, Communications, Utihties. (40-49) 8 43.71 25.66 148.15

Wholesale and Retal (50~59)_\ ,,,,,, 3 5.66 120 15.79

Finance and Insurance {60-63) 16 89 25 45 .22 431.37

Other 2 14.45 14 45 17.6%

1
- 2,500-4,999 empioyees .

Manufacturing 11939y . . e 28 9.06 592 54.40

Transportation, Commumcations, Utidities 140-49) 12 4294 39.70 104.07

Wholesale and Retail (50.59) . . . 3 7.19 6.25 10.20

Finance and Insurance (60 69) . .. .. 17 28.13 2727 65.21

Other 4 457 3.00 12.31

1,000-2,499 employees

Manufacturing (19.39) L 35 967 1.67 113.70
© Transportatiun, Communications, Utilities (40-49) 22 30.13 2241 113.63

Wholesale and Retail (50-59) .. .. ... .. . 12 14.69 328 62.89

Finance and Insurance (60-69) . . . . . . T 58 24.10 12.61 119 .59

Other 0L 12 1757 6.97 51.15
,', -

. 500-999 empioyees
" A

Manufactuning (1939 . . . . 13 2.80 .60 16.80

Transportation, Communications, Utilities (40-49) 25.74 23.45 71.42

Wholesale and Retal (5059 ... ... . 5 22.26 20.00 62.89

Fiance and Insurance (6069) .. ... . ... . ... 29 19.44 6.67 119.69

Other ... ... 4 1493 697 45.78

Table D.4: Company Expenditures per Employee, Total

Number of - Average Expenditures

Highest Company

Company Type (and SIC) Companies Mean Median Expenditures
- 10,000 or more employees

Manufacturing (19-39) . . . . .. . A 30 $64.60 $19.20 $804.17
Transportation, Communications, Utilities (40.49) 10 89.20 64.22 288.93
Wholesale and Resad (80-59) ... ... . . .. 4 19.23 18.22 32.97
Finance and Insurance (6069) . 4 98.75 98.30 129.57
Other 0o 6 2789 16.57 79.36
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Table D.4: Company Expenditures per Employee, Total (continued)

Number of Average Expenditures Highest Company
Company Type {and SIC) ) Companies - Mean Median Expenditures

5,000-9,999 emp‘oyces
’

Manufacturing (19:39y . ... ... e 20 ) 44 .89 24 00 268.38
Transportation, Communications, Utihities (40-49) 8 55.29 - 3382 185.18
Wholesate and Retal (50-59) . .. . ... ... ... .. .. ... 3 9.87 10.80 18.42
Finance and nsurance (60-69) . . . . R, L 19 102 14 68.52 588.23
Other 2

2985 29 85 10.18

2,500-4,999 employees

Manufacturing t19:39y . o 27 19 91 13.10 67.16
Transportation, Commumcations, Utilities (40-49) o 12 5534 5356 130.72
Wholesaie and Retat (60-69) .. ..~ . .. 1 967 747 20.41
Finance and Insurance (60-69) . . . o R 14 56.16 6587 100.80
Other . . L o 4 2125 1397 55.99

1,000-2,499 employees

Manufacturing (1939 .. ... ... L . . 34 2297 11.08 173.00
Transportation, Communications, Unihitees (4049 . . . 21 44 56 32.00 135.71
Wholgsale and Retaid (50-591 e . . . 2 22 30 1571 - 655.03
Finance and Insurance {(60-69) . . .. ... o o 58 59.91 46 38 222.83
Other e o 12 3116 3167 93.69
500-999 employees
Maautacturing (19:39) . .. ... L R " 10.23 9.09 25.33
Trawsportation, Communtcations, Utilities (40-49) . . L 9 49 36 2591 135.71
Wholesile and Retarl 150-69) . " ... . 5 36.20 3164 65.03
Finance and Insurance (60-69) .. ... . ... . .. . . o 29 57.96 3169 22283
Other .. 00 - 4 32.49 16 67 91.74
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-~ Combatting Knowledge Obsolescence: T mplovee Tuition Aid Plans

" Related Qonference Board Puklications

the Personnel Function: Clianging Objectives and Organization ... .|

Changes in Oceupation: I Characteristics: Planning Ahead tor the TUsQ's
Nondiscrimination in Fmploviment, 1974-1973

Human Resources: Toward Rational Policy Planning

Organizational Development: A Reconnaissance .. . . .
Organization Change: Perceptions and Realities .00 o0
Statfing Systems. Managerial and Professional Jobs o000
Fmploying the lﬁs:ulv;nnuguli A Company Perspective
Manpowet Planning: l'-.\'ul\'in‘u Systems

Combatting Knowledge Obsolescence: | Company Fellowship Plans

Behavioral Sciences. Concepts and Manageinent Application,
Manmaging by and with Objectives



